
 

MEMORANDUM 

CC-25-019 

 
Homer Accelerated Roads and Trails (HART) Road Fund  

 
Item Type: Informational Memorandum 

Prepared For: Mayor Lord and Homer City Council 

Date: January 7, 2025 

From: Melissa Jacobsen, City Manager 

This memo outlines the history and evolution of the Homer Accelerated Roads Program (HARP), later 
renamed the Homer Accelerated Roads and Trails program (HART), focusing on its funding, policy changes, 
and future planning. 

Background:  
Ordinance 87-19 authorized a question to the voters to approve a three quarter percent sales tax for the 
purpose of partial funding of street reconstruction improvements and related utilities for up to twenty years, 
which was approved by voters at the October 1987 regular election.  
 
Resolution 87-61(S) established the first Homer Accelerated Roads Program (HARP) policies. The resolution 
identified the urgent need within the City for reconstruction of streets and related utilities. The Council at that 
time recognized the limited state revenues then and into the future.  In 1987 the program was funded by three 
quarter percent sales tax and assessments against benefitted property owners.  Additional resolutions 
followed updating these policies as needed for effective use of the program.  
 
Resolution 94-50 appears to be the legislation that put Council’s policies into the HARP Policy Manual.  
 
Key Milestones: 
Ordinance 06-42 authorized three propositions to the voters regarding HARP.  

• Proposition 1 asked the voters to extend the three quarter percent sales tax to fund HARP for up to 
twenty additional years. 

• Proposition 2 asked that if Proposition 1 passed would the City be authorized to use the revenue from 
the dedicated sales tax for construction of new local streets.  

• Proposition 3 asked that if Proposition 1 passed would the City be authorized to use the revenue from 
the dedicated sales tax for construction of new local non-motorized trails.  

All three propositions were passed by the voters at the October 2006 regular election, and HARP became 
HART, the Homer Accelerated Roads and Trails program with Resolution 07-33. 
 
Resolution 07-82 updated the HART policy manual to incorporate non-motorized transportation and trail 
infrastructure into the program. 
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Ordinance 15-36(A)(2) authorized a proposition asking the voters to suspend the three quarter percent sales 
tax for a period of three years (2016, 2017, and 2018). The purpose of this suspension was to increase revenues 
to the general fund due to a downturn in oil prices, the State reducing the City’s contract for community jail 
services, and significant decline in and elimination of the State revenue sharing, which prompted Council to 
remove revenue sharing from the operating budget under revenue. The proposition passed at a special 
election in December 2015. 
 
Ordinance 17-10(S)(A) put a question before the voters asking to amend the HART program to authorize the 
use of the three quarter percent sales tax for road and trail maintenance. As City Administration and City 
Council worked to address impending budget shortfalls and understand the needs in taking care of 
infrastructure, they saw the need to ask voters for approval to continue to use a portion of the HART fund for 
road and trail maintenance operations costs. Again, the voters supported this proposition which allowed for 
approximately $700,000 of General Fund expenses to be funded by HART when the suspension expired and 
relieving some pressure on the General Fund into the future.  This is the model we continue to use today, 
however with increased cost of operations and new roads built within the City, the amount of the transfer has 
increased. 
 
Ordinance 17-40(A) amended Homer City Code 3.05 to add section 3.05.017 Minimum annual transfers for 
Homer Accelerated Roads and Trail Capital Accounts. Following the passage of the 2017 ballot proposition a 
minimum transfer of $550,000 was set for the purpose of funding street reconstruction improvements and 
utilities, construction of new local roads, and construction of new local trails. This is split 90%/10%, $500,000 
for HART Roads and $50,000 for HART Trails. 
 
This amount was based on information in Memorandum 17-133, backup to Resolution 17-092(A), that 
outlined special assessment districts costs and operation costs and updated the HART Policy Manual. 
 
In researching the fund, up until 2015 its primary function has served to finance developing local roads by 
through road improvement districts initiated by the City or by property owners in a neighborhood.  From 1987 
to 2016 a front footage assessment methodology was used where property owners paid set amounts for 
gravel and for paving, as established by Council resolution.  In 2016 the assessment methodology changed to 
a percentage based methodology where benefitted property owners pay 25% of the improvement costs and 
the City pays 75%. The purpose of this change was to standardize HART and HAWSP (Homer Accelerated 
Water and Sewer Program) assessment methodologies, make the allocation of cost to property owners under 
HART more equitable, and encourage property owners to utilize the program. See Memorandum 16-063 and 
Resolution 16-041 (S-2)(A). 
 
When the HART suspension ended and the annual HART transfers to the general fund for operations began, 
HART Roads was used primarily to fund capital projects approved through the budget, Local Improvement 
Districts (LIDs), now called Special Assessment Districts (SADs), and the annual transfer.  Because there 
weren’t a lot of SAD’s initiated the HART Roads fund grew significantly over the years, even with the annual 
transfer. 
 
Recent Developments:  
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In 2020 Public Works became more vocal about needs for existing roads and the community more vocal about 
the need for sidewalks. Leadership in Public Works and Administration had recently changed and they saw 
value in and the need for more utilization of the HART road funds for eligible projects throughout the City. 
 
We have accomplished several great projects including the Main Street Sidewalk, Ben Walters Sidewalk, 
improvements at Bayveiw Park, Woodard Creek Culvert Rehabilitation Project, Design of the Bunnell 
Ave/Ohlson Lane Road Restoration Project, design of the Heath Street Pavement Restoration Project, and 
green infrastructure projects that impact roads, to name a few. 
 
Looking Ahead: 
As seen in this history, the needs for HARP/HART have changed over time as the City continues to grow and 
infrastructure needs repair and revitalization. Looking at the future of the HART Roads and Trails funds it will 
be important for Council and Administration to consider what priorities lay ahead, how to continue to 
manage the fund to accomplish the priorities, and how best to update the HART Policy Manual to set 
appropriate policies for the funds.  

It’s also important to keep in mind that the dedicated three quarter percent sales tax for HART expires on 
December 31, 2027, midway through the second year of our upcoming budget cycle. A proposition will need 
to go to the voters in October 2026 asking them to extend the dedicated sales tax for this important fund, and 
here is a very preliminary schedule- 

• January-February 2026: Discussions about HART and preparation of an ordinance and memo 
• March 2026: Council adopts the ordinance to put a ballot measure before the voters 
• May 2026:  Register as an entity with the Alaska Public Offices Commission (APOC) 
• June 2026: Campaign Branding/Ad Building begins 
• August 2026: Begin advertising 
• October 7, 2026, Election Day 

Future Considerations: 

Looking ahead, Council should address questions on funding policies, budget strategies, and setting priorities 
for future road and trail projects. 

• Should the City amend HCC 3.08.017 Minimum Annual Transfer for Homer Accelerated Roads and Trails 
capital accounts to clarify wording and change the minimum transfer? If so what changes would the 
Council support?  

• Should the City set policy on the annual general fund transfer for operations and maintenance? If so is 
there a floor or ceiling on the amount of the transfer? 

• Should we proceed in budgeting at status-quo until the proposition is decided by the voters in 2026, 
and take up consideration of these adjustments for FY28/29 after HART is extended? 

• Is there a need to limit HART roads appropriations to let the fund replenish until the proposition is 
decided by the voters? 

 











































 

Memorandum 17-133 
TO:  Mayor Zak and Homer City Council 

FROM:  Katie Koester, City Manager 

DATE:  October 25, 2017 

SUBJECT: Ordinance 17-40 and Resolution 17-092 

The purpose of this memo is to explain the parameters outlined in the proposed Ordinance and Resolution 
for the expenditure of Homer Accelerated Roads and Trails (HART) funds on maintenance of roads and 
trails.  

Ordinance 17-40 in combination with Resolution 17-092 proposes that at a minimum $550,000 of HART 
funds collected in any given year be reserved for capital expenditures ($500,000 for roads and $50,000 for 
trails). Resolution 17-092 establishes the same parameters for the HART Trails set aside as Ordinance 17-40 
does for roads by amending the HART Policy Manual. Because the 10% dedication for trails is in the Policy 
Manual and not City Code, the Trails parameters need to be adopted by resolution, not ordinance.   

The existing balance of the HART fund (currently approximately $5.2 million) would remain available for 
future capital projects. 

2017 value of HART (3/4% sales tax): $1.284m 

HART ROADS  HART TRAILS  
Annual amount of HART road (HART – 
10% for HART trails)* 

$1.156m Annual amount of HART trails 
(10% of HART)* 

$128,400 

Anticipated annul draw on HART Roads 
for capital projects based on historical 
experience 

$504,306 
 

Recommended minimum 
annual set aside for HART 
trails for capital projects 

$50,000 

HART road remainder available for road 
maintenance (operating budget transfer) 

$656,000 
 

HART trails remainder 
available for maintenance 
(recommend line item 
created for this in 2019 
budget) 

$78,400 

2017 budget for road maintence (paved 
roads + gravel roads + winter roads) 

$717,000 2017 budget for trail 
maintenance 

Not currently 
tracked 

*Based on 2017 budget 

Logistics. What will using HART for maintenance look like in the 2019 budget? 



The 2019 budget will create an operating transfer into General Fund Revenue for HART road maintenance 
and HART trail maintenance. The HART road maintenance funds will offset expenditures on gravel, paved, 
and winter road maintenance. Since historically the City has not tracked trail maintenance expenditures, I 
recommend creating an item in the Parks and Cemetery budget for trail maintenance with a budget directly 
from HART Trails separately from other parks-related expenditures. The Parks Art Recreation and Culture 
Advisory Commission could advise on how to best spend these funds to maintain Homer’s existing trail 
infrastructure. This could include purchasing trail maintenance equipment, materials such as gravel, 
signage and typar; and any associated labor.  Any HART funds that are not budgeted and spent on specific 
maintenance expenditures will lapse into the HART capital funds until appropriated. 









 

Memorandum 16-063 
TO:  Mayor Wythe and Homer City Council  

FROM:  Katie Koester, City Manager 

DATE:  April 1, 2016 

SUBJECT: Resolution 16-041 HART and HAWSP 

Council has had two work sessions on the Homer Accelerated Roads and Trails (HART) and 
Homer Accelerated Water and Sewer Program (HAWSP). From those sessions I gathered the 
following areas of consensus. 

1) Standardize HART and HAWSP as much as possible 
2) Make the allocation of cost to lot owners under HART more equitable 

Changes made in Resolution 16-041: 
1) Resolution 16-041 before you changes HART from $30/foot for gravel reconstruction and 

$17/foot for paving to an equal assessment per lot owner, regardless of lot size. This will 
require changing how the cost per lot is determined. Staff recommendation is that lot owners 
be assessed 25% of total project cost. This more closely aligns HART and HASWP Special 
Assessment District (SAD) procedures.  

2) A new provision makes HART and HAWSP SADs subject to the availability of funds. This could 
be a problem sooner rather than later for HAWSP whose cash flow is committed to loan 
repayment.  

 
Recommendations for Planning Commission review contained in Resolution 16-041: 
There are a number of outstanding policy questions Council has brought up surrounding 
HART that this Ordinance does not address. Item 7 of the Purpose and Intent section of the 
HART Policy Manual requires the criteria for HART to be reviewed annually by the 
Transportation Advisory Committee, whose duties have been absorbed by the Planning 
Commission. Resolution 16-041 asks the Planning Commission for an extensive review 
focusing on: 
1. Any specific differing criteria for the establishment of a sidewalk LID (now called a Special 

Assessment District or SAD) 
2. Any recommendations/comments on incorporating maintenance costs into the HART   
3. Readability of HART Policy Manual 

 
Issues not addressed in Resolution 16-041: 
HCC 17.04.100 triggers a new assessment when a lot is subdivided. This was not an issue for 
HART SADs currently, because the original assessments have a relation to lot size. The 
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rational is that when a lot subdivides, it is creating additional benefit from the improvement 
and should pay a fair share. City code says this new assessment is to be distributed back to 
the members of the district. This is difficult to do in practice and very administratively 
burdensome. Staff recommended a sunset on this clause for the natural gas HSAD. The 
Economic Development Advisory Commission has submitted a memo requesting this be 
changed for all special assessment districts. 

 
Some councilmembers have articulated the desire for every lot to have an equal vote 
(currently votes are weighted by assessed value). This would solve the problem of one very 
large commercial lot being able to dictate the outcome for the rest of the district. However, 
the original intention of weighting the vote by assessed value was to give a preference to 
people who had a home and investment on the property (and are probably city residents 
living and working here) versus someone who has a vacant piece of property and may have 
no motivation to have a road improved or access to city utilities. Because of this, Resolution 
16-041 as it is currently drafted does not change the way votes are calculated.  

  

Column1 HART CURRENT  HAWSP CURRENT  
HART RESOLUTION 16-
041 

Vote  

Each lot owner is given 
a vote that is weighted 
by assessed value.  

Each lot owner is given 
a vote that is weighted 
by assessed value.  

Each lot owner is given 
a vote that is weighted 
by assessed value. 

Cost 

Lot owners are charged 
$17/foot for paving and 
$30/foot gravel 
reconstruction. Fixed 
cost for lot owners 
variable for City. 

Every Lot pays the 
same (75% of project 
cost). 

Every lot pays the same 
(25% of project cost). 

Payment 
Schedule 10 Years 20 Years  10 Years 

New Assessment 
Generated When 
Lot Subdivides? No Yes Yes 

 

Because of the details surrounding HART/HAWSP the topic can quickly become confusing. In 
order to give the public a chance to weigh in and Council time to come up with additional 
suggestions, a Public Hearing is scheduled for April 25.  

Enc: 
HART Policy Manual 
HASWP Policy Manual 
HCC 17.04.100 
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