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Executive Summary

In 2018 the City of Cheyenne-oeganized its parking program. The change was spurred
following a parking study completed by Kimley and Horn in 200i&e program has had several
changes in the five years since therganization This report provides arverview d the
previous parking program, an outline of the current and considerations for city leaders
moving forward with downtown parking. This report also answers the questions posed by the
governing body in Resolution number 62Which was adopte on September 26, 202Zhose

guestionsare

1. How can the parking application be implemented with stakeholol@rg of sale
software, stakeholdérnsivoicing capabilities, and the use of the most modern
technology in regard to scans and codirgy, QR codes?

2. How can this application apply to metering in downtown Cheyenne?

3. What is the revenue collected by blockface?

4. How has marketing been utilized to enhance the program?

This report airs to provide adequate information to make informed decisiomst the
direction of the parking program in the future. Data utilized in this report was collected from a
wide variety of sourcesncluding Parking Administrator Ted Miazga, the Treassr®ffice,
published city budgets on the c#yvebsite, interviews wittofmer police captain Nathan

Buseck, interviews with former police chief Brian Kozak, and various other sources of research.
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"If you own a car, use public transportation, go to work or school, use health care, shop
or dine out, or are part ofraetropolitan community, parking affects you, probably in more ways
than yolve thought about(Fernandez and Yoka, 20p8i). Like many municipalities, the City
of Cheyennis goals for downtown parking involsdriving economic development by bringing
cudgomers downtowycreating parking turnoveandobtainingvoluntary compliance with city

parking ordinances
Background

Starting in the 1990s until 281the cityran its parking operationithugh the City of
Cheyennis Special Events arfeervices Departmerfor over twenty yearshe program was
run with little to no oversight (Kimley and Horn, 2018his department includealdirector,
office manager, office technician, and two ftithe enforcement officers. Kimley and Horn
noted in tleir 2016 study that the department had a considerable lack of resources in relation to
the size of city. This lack of resources contributed significantly to a lack of consistent
enforcementThe dfice staffcould not devote any time to additional actesti'typically
included" in a professional complete parking program duketiicating nearly all their timi®

ticket managemerfKimley and Horn, 2016)

A transition team was formed within the city government to formulate a change in the
parking programThe team consisted of Joan Baker (employee working within the parking
program), Steve McDonald (supervisor of the parking program), Carol Intlekofer (City Clerk),

Tyler Nelson (T), Dustin Swalla (T), Captain Nathan Buseck (CPD), Lt. Rob Dafoe (CPD), and
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Ben Rowland (Assistant City Attorneyljhe transition team reviewed the Kimley Horn study as

a reference guide and presented recommendations raatce.

The transition team identified three primary areas of regipititysfor the City of
Cheyenne regarding the parking program. Those areas were the sale of parking permits, parking
enforcement, and the collection of parking fines. At the tilme sale of parking permits for the
two parking garages and the eastwwas mainly handled bthe City Clerks office Out of the

1,314 total parking spatthe city had sold 918 permi¢seeFigure 1) Enforcement wathe task

. Location Total Agency Spaces Projected Permit
of two full-time employees of Spaces Leased Revenue
Cox 542 WY. State Bulk Permits 71 $38,340.00
. . . State Capitol Project 54 $29,160.00
the Spec|a| Projects Office Laramie County Gov. 190 $13,380.00
LCS0 20 $8,100.00 (5 free)
. Indvl. permits as of 9/20 13 $8,100.00
(C|ty Clerk), Due to the low Spiker 722 | DDA 126 $52,920.00
Visit Cheyenne 100 $47,000.00
Indvl. permits as of 9/20 336 $181,440.00
East Lot (17%Warren) 50 Indvl. permits as of 9/20 8 $4,320.00

number of enforcement employees as wellFigurel Transition Team Garage Revenue Report

as outdated practices and technology, the office struggled to consistently and efficiently enforce
parking regulations within the entire dotown area. The third area of responsibility is the
collection of parking fines. This area also fell under the City Glarffice. Payment for fines

could be mailed in, dropped in a pay station, or brought into theQRitKs office.

The parking tranton team recommended amending the current process. The team
developed three options for moving forward with the parking progfém first option involved
placing the entire parking program under the supervisi@@PD. The authors highlighted this
option would causéan extreme burden on CPD resourté&sis option would require the police
department to hire a new Community Service Officer (CSO) supetaisapervise the four
current CSOs and the two parking enforcement officers. The transition teagmized tlt

approximately $300,000 in permit revenue would need to be collected, and personnel would
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need to be hired to supervise and implement that revenue colléttisioptionalsoincluded
utilizing themunicipalcourt as the arbitrator of parkimegforcement fines. This option still left
thepossible concerthatcommunity membersiay have as to the legitimacy of the same agency

sellingpermit fees and collecting revenue while also enforcing parking regulations.

The second option, which was the option recommended by the transition team, involved
the police department taking owee enforcement of parking regulati@riThe new enforcemeén
plan would take advantage of new technology that involved placing license plate readers (LPR)
on the enforcement vehicleshichwould speed up and automate the enforcement prodess. T
City ClerKs officewould utilize technology to modernize the safgpermits ad place
automated pay stations in the parking structukdslitional LPRs would be placed the parking
garages to monitor vehicle traffic aretordparked vehicle times to assist in enforcpagking
regulationsThis option would also pladée collection of fines and arbitration of disputes to the

Municipal Court.

The third option highlighted by the transition team involved contracting with a
professional parking management firm to develop a stémtk parking program. This option

Cheyenne Police Department @ .
@ January 19,2018 - @ was na explored much further as it would haaxe

With the Cheyenne Police Department taking over parking enforcement from the city, there are
several changes to the process of parking tickets which Cheyenne residents should be aware of.
The traffic ticket payment boxes have been removed from city streets and parking tickets now fall un known Cost anmvolve establlsh | ng Contracts Wlth
under the Cheyenne Municipal Court system. Anybody who receives a parking ticket can follow
the instructions on that ticket and either pay it online at Citepayusa.com or pay it at the munici...
See more

firms and looking into public/private partnerships to

handle parking.

On November 30, 2013an Information Sheet

AT

P wocenmoa waony T was provided by public Information officen®im the
e =3 mayors office and CPDwhich outlined the new

parking planConsidering the recommendations from the Kimley and Horn study, the new plan
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wasto place parking permits under the City Cle®ffice, parking enforcement under CRIDd

the collection of fines under the Municipal Court.

In early 2018 parking enforcement and permit sales moved to the police depaatment
adjudication moved to the municipal court. The police department followed the
recommendations of the parkingidy and worked diligently to educate the public on the new
program. They authored several media releases on the new programdenauttgple Facebook

posts educating the public. In 2018 there were al: g e oomnee

heyenne gets closer to implementing new software in the city parking structures,
the tec! v now brings additional services to those who s timed en-street parking. Utilizing
several community outreach meetings to speak v ;e ren serirasson sreene s v
Food Truck Bermit- Allows s food truck to park in a timed parking space beyond the posted time
and across multiple spaces. If parking in front of a business, must obtain permission from that

< 3re now ausilable,

struction Permit- Intended for those doing construction or maintenance and needing to park

t2d time limit. Applies 1o  specific block face 2nd timeframe hen work iz

mited to three vehicles per project. The holder doss not recels =d parking
an ne: i

thecommunity about parking.

nt (north of 15th St. south of 20th St. west
o parking space bayond the posted time.
parking spot, but instesd can park along an assigned

ve" basis. Gns permit per househald.

of House Ave. and east

On April 11, 2018Captain Nathan Buseck °‘

nd can be found st
permit, 3 vehicle's license
will show if 5 vehicle has 3

conducted two informational meetsyith the
public to discuss the new parking plan. The first
meeting was broadcast over Facebook Live and
still accessible othe CPDs page. In tls meeting,
Captain Buseck discussed the plan and upcomin
changes. He highlighted thaip to that pointCPD
had very little to do with parking and parking
enforcement unless it was a safeiylation or
handicap parking issue. Captain Buseck reportedtiegoarking division was being moved to
CPD.In explaining the old process, he reported there was limited authority when the parking
division was under Special Projects. It was noted that, under the old program, parking tickets
were handle@gdministratiely. The division had the ability ttake carg of tickets, which is

somethinga legitimate enforcement agenskiould not be doing. Captain Buseck reported that
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the old progranalso workedvith outdated technology, limited resources, and inconsistent

enfacement.

Captain Buseck reported thae parking garage charged $4 a day or $45 a month in the
past He reinforced tat the permit fees wouleémainunchange@nd have not changed in over a
decadeCaptain Buseck stated that the feesviotating parking regulations evechangedrom
| 7 $15 to $30. What he did not explain was that when the
?;m;"»;;u;;c:weemg ,egard‘.,g;he;e\.,Cheympam i program was first revamped in early 2018, the municipal
court initially set the parking fines at $100. After several

meetings and discussions witte city government and

CPD, those fines were adjusted back down to $8&

was the first parking fine increase in more than 13 years.
Captain Buseck said that one of his gawdsto establish a process fitre city council to update
permit fees in the futureo they are being established by the citizemesentatives. Captain
Buseck went on to describe the parking transition team and the process that was undertaken in

updating the program.

Three goals were identified for the transition. Goal #1 wasdoweage and increase
compliancewith the existing parking ordinance through consistent enforcement and permit
management. Goal #2 was to incredsenovel for on-street parking. Goal #3 was to explore
new technologies for parking management and plafufare growth within the community.

Captain Buseck reiterated multiple times that the goal is not to issue as many tickets as possible

but to gain complianceith the parking regulations.

Captain Buseck spesaignificanttime reviewing the parking studyith the public. He

pointed out that most of our downtown parkers follow the rules and stay within the time
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restrictions. The studjlustrated that effective utilization of parking resources and turnover
depend®n consistent enforcement of parking regiains. This is because there will always be
individuals who refuse to followherules andwithout consequencewill willfully disobey
regulationsCaptain Buseck explained that the study recommended that a parkirstpcpiot

turn over 46 times aéushessday, but downtown Cheyenne was only turning over 2.17 times
per day. This was evidence of a lack of complidmceommuters downtowrmwhich suggested a

low level of enforcement.

In the movement of parking enforcement to CPD, Captain Busatekl that there was
clear evidence of inconsistent enforcement. Under the old protgraranforcement officers felt

they did not have support from the city.

Cheyenne Police Department @

It was discovered that the old program e i
For our Friday Parking Update, we have a few things to note: We would like to remind people
that if you receive a parking ticket, it can be paid at the Municipal Court (2101 Oneil Ave.), not at

would issue VIP passes to individuals  the police station

In our conversations with citizens we've heard that parking in some on-street areas does not need
to be time regulated. Those concerns have been heard and assessed by the city traffic engineer's

the old program wapt to treat office. As a result, they're planning to have more two-hour parking signs removed. Some signs

will be taken down around the Emerson Building (2001 of Capitol Ave.), deregulating the parking
aleng those streets.

differently. With the change to CPD, the ., i comeone would just complain sbout this weather..
department is mandated to treat all
citizens the same and would not
continue with VIP passes. The police
department began issuing warnirgs
2/12/18 and citations on 3/12/18.

Captain Buseck explainedeh

importance of equal and consistent enforcement of parking regulations and a separation between

thecity's enforcement arm and the city's judicial brawfith this in mind the parking fines
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must beadjudicated through the Municipal Court. Increasediefficies were also highlighted

with the implementation of online payment.

Thesafety issuavithin the parking garages was addressed by displaying the data
involving police incidets in the Spiker Garage. There was a significant reduction in intsiden
the garage over the previolar years. Captain Buseck also reportieere was public support
for addinga dedicatedlowntownpolice officer by 76.14%rom a recent downtown survehe
explained that the departme&nbudget would not support staffing a ddaawn officer at that

time.

Captain Buseck introduced the public to Parking Administration Manager Ted Miazga.
He reiterated that Té&dpurpose was to work with the public but would not be the person to sign
off on a ticket and make it go away becauseéwes not the function of a police department.
Captain Buseck reported that Ted had been an employee of the police department since 2000 and
had other duties, but was transferred to head the new parking program and would work diligently
to helpimplement he new technologio increase customer service. LPR technology was
explained as a possible solution to make permitting more efficient in the parking ghlages.
also explained that parking validation by business owners would be possible with LPR
technologyin our parking garages. The idea of using LPRs to recostrest parking violations

rather than chalking tires was also discussed.

Current Downtown Parking Program

Permitting

Cheyenngoarkingpermit purchases

are currently completed at CPD through the

&
MDIHIUNIIIB
EllUlF'M”"




parking division. Most permits are purchasetdine through the ParkCheyenne progr&ermits
are available for the east parking lot and both parking garages for $4 a day or $45.&Aftemth
taking over the sale of permjts was discoverethatthe 190 spots in the Cox Garage reserved

for Laramie County Government were actually providedo cost and not the $13,380 initially

Location Total Permits Issued Spaces Leased | Projected Permit

Spaces (2022) Revenue reported in 2017. According to

Cox 542 Laramie County Gov. (Free) 190 $0.00

DAILY PERMITS 98 $588.00 _ .

MONTHLY PERMITS 342 $60,075.00 officials, the city and county
Spiker 722 | DAILY PERMITS 249 $996.00 .

MONTHLY PERMITS 1214 $248,490.00 governments agrege prowde
East Lot (17th/Warren) 50 | DAILY 91 $488.00

MONTHLY 157 $12,915.00

those spots ato cost. In 2022
the City received $323,552 in revenue through permit salese has been a massive e
of more tharR90% in the purchase afon-government individuainonthly permits since 2017

with a total of 1713 monthly permits purchased in 2022.
Consideration

If the City of Cheyenne has a goal to utilize our parking gaiagelieve the demand for
on-street parkingit is worth exploring the concept of theommon$ problem.Commons refers
to land that belongs to tieommunity and is freely available to eveng without charde
(Shoup, 2005p. 7). The observation goes back to colonial times and the use of public land for
grazing for all citizens. The moreiamals placed on the commaqitise more the grassas
trampled dowpand the less beficial the common®ecame. This is very similar to free-on
street parking,Free curb parking is an asphalt commons: just as cattle compete in their search
for scarce grass, drivers compete in their search for scarce curb parking spaces. Drivers waste
time and fuel, congestaffic, and pollute the air while cruising for curb parking, and after

finding a spacghey have no incentive to economize how long they"p@koup, 2005p. 7).
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The city hagried to incetivize the turnover of parking spaces in downtown Cheyenne by
imposing a twehour parkingtime limit for most of the area. This is the same benefit that is
given in our parking garages. This seems to have incesdivhore downtown employees to
spend a significant portion of their day moving their vehicles foomtwehour parking spot to
another. This undermines the concept of turnover as itapagup one spot only to fill another.
Perhaps if we want to incentréd the use of parking garages over curb parking, we should
explore the impacts of charging motdsiso park on the street earlier than two hofissShoup
argues in his bookThe High Cost of Free Parkirigcities should charge a fair market price for
curb parking and use the revenue to fund sengaek as parking garagesimprove their

neighborhods(Shoup 2005)

Some will argue since curb parking is on public propérrshould be considered a public
good andthereforefree. A public good is something that is rexhausive and norexcludable.
Law enforcement is a public gobécausavhen a citizen calls 911hey need to have a police
officer respond to their emergency. Staffing can always be an issue, but theeasmuid
neverbe completely exhausted. Law enforcement is a public service for everyone, not just those
who pg for it, which makes it nomxcludable (Mikesell, 2018). Only one car can occupy a
parking spot at one timenaking that parking spot exhailé. We already have a time limit on
curb parking downtown, which illustratésat it can be excludable. With ghin mind, it is

reasomble to treat curb parking as a commdity, where a ——W-——

fair market price should be paid for its use.

The current technology (Passport) will allow for ESSEsms =~ '53]

curbside metering. It is as simple as putting up signs wilkss



a link or QR codeo theapp and a zone number. The commuter will open the app on their

—_

i smartphone, enter the zoaed plate numbersnd pay

‘ [ for parking as long as they wish to occupy that zone. It is
even possible to have graduated parking whenenand
amount is charged fohe first two hoursThen a
significantly higher amount is charged following two
| hours to promote the optimufour turnovers per spot per
business day. Pagtationscan be added for individuals who do not have access to smartphones.
According to Ted Miazgahe currenpay stationsn the parking garages have not been used for
over six monthsas all the current commuters who use the garage use the phoSeipppse
businesses want to add an incentive for their customers to have validated partkiagcéise
they can use R codeshat customers can scan at the point of sakjlting in an invoice for the
parking being sent tthe businessHerbert Simon argued that human beings attempt to be
rational but only have the capability to take in so maébrmation and can only be rational
within certain limits or bounds. This is refed toasbounded rationalityThe citizen would then
make a satisficing decision or a decision that is good enough based on their bounded rationality
(Denhardt et al. 2034If the downtown commuter is presented wifie information that they
would receivea small hourly fee to park on the street that increases overatitweo hoursof
freeparkingin the garage with reasonable daily and monthly rates, many more comangers

downtown employeewill make the satisficing decision take advantage of the ciyparking

garages.
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Enforcement

In 2018 when CPD inherited the parking program, it cantle twio full-time employees.

Shortly thereafterone of the employees retired waisre-hired parttime to fill gaps when

; additioral enforcement needed to be
accomplished. The department currently
has one fultime parking CSO and two
parttime parking CSOs. The department
utilizes two Ford F150 pickups outfitted

with license plate readers, computer

A4 T e A TR DY O Y U o2 o ST TS

docking stations, and printess the
parking CSO drives the vehicle around the downtown area, the complltese GPS data to
determinghelocaion and type of parking restrictions. The License plate reader (LPR) on the
vehicle will recordthelicense plates of vehicles parked on the road and take a photo of the
vehicle. This is a version of modeérchalking'' If it is a two-hour parking area, theSO will
drive back through the area after two hours has elapsed. If a vehicle that was recorded by the
LPR more than two hours prior isrecordedan alert will go off on the tablet letting the CSO
know a vehicle is in violation of the parking regubais. The LPR will take a second photograph
of the vehicle. The CSO will then use an application through Passport to issue the vehicle a ticket
for violating the parking regulation$he new ticketwriting process was implemented in March
2020 The time neded to issue a ticket wasduced from approximately five minutes to an
average of 150 secondihe citys parking garages have LPRs for the entrgvaeish will
record vehicleentering to park. If the vehicle has a patswill automatically notate that can

park in the garage all dags the parking CSOs patrol the garages, their LPRs will notify them if
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a vehicle has been parked for more than two hours without pajgrdficarily increasing the

efficiency of enforcing parking regulations in theages

The goal in enforcement is voluntary compliance with parking regulations. Enforcement
goals should nevdre to raise revenue for the city. One of the negstgious offeges by the
City of FergusonMO, noted by the Department of Justice following the 2014 and 2015 unrest
was the citis use of the police department as a revegareerating agency. Multiple
communications were discovered from the city finance director to the chief of police requesting
addtional ticket revenue to make up for other shortfalls (DOJ, 201.gpals of compliance
and revenue generation are in strict opjp@s to eachother. If the citys goal is to increase
compliance with parking regulations, the city cannot have a goalvehue generation in the
enforcement of those regulations. If the goal is revenue generation, then the government is
hoping for noacompliance, which would raise revenue. Our goal is compliance. We have sworn
our parking enforcement personnel in as C&@s the hope that somedaye will experience
such a high rate gfarkingcompliancewe will be able touse those employees to help with
crashesabandoned motor vehiclesd other duties covered by our CS8s highlighted
earlier, curb and ofétreet p&king arecomnoditiesand, thereforegppropriate vehiclsfor
revenue generation. Enforcement exists to offer consequences to those who may choose to
violate the parking ordinances, hopefully resulting in the satisficing decision to follow the

parking regulations.

Parking tickets in Cheyenne have also been maamiel violation to avoid any possibility
of criminal penalties. The DOJ repa the Ferguson Police Department stateel of the most
influential factors iracommunity losing trust in their police and city government was the over

enforcement of minanfractions "In 2013 alone, the court issued over 9,000 warrants on cases
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stemming in large part from minor violations such as parking infractions, traffic tickets, or
housing code violations. Jail time would be considered far too harsh a penaltygogdhe
majority of these code violations, yet Fergusanunicipal court routinely issues warrants for
people to be arrested and incarcerated for failing to timely pay related fines an@feéds

2015 p. 3). By making parking tickets civil, the citgnkeep violators out of the criminal justice

system for parking violations and handle the odéstivilly .

Prior to 2020, our data on parking citationshsllengingo access as they were written
through a different system than the current Passpddray3 he Parking Management

. L Recommendations memorandum presented to the
Issued Parking Citations P

10000 mayor in 2017 reported that the previous year

zigg (2016) parking enforcement officers wrote 6,365
:igg parking tickets. The report noted there had been
;322 inconsistent enforcement based on outdated

6500 technology and handwritten tickets. After becoming
6000

2016 2021 2022 proficient at using the new technolqQ@PD issued
9,721 parking ticketin 2021. With only one year of datawould be difficult to draw &olid
causatiorbetween the increased issuance of parking tickets and the increased compliance of
downtown commutersStill, in 2022 using the same technology and the same enforcement
effort, there were 8,267 parking citations written downtown. The hope is that the reduction in
citationsresulted froomore commuters following parking regulations resulting in higher

turnover downtown.

By using the Passport citation issuing softwarecanmore easily map where citations

are issued. Using &theory that areawith higher numbers of tickets have a lowamover, we
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can compare that data to the parking study in 2016 and determine if the same areas that were
problems in 2016 remain prabohs today. Belovarethe three heat maps provided by Kimley

and Horn from the onday study completed in 2016.

Figure 3. Occupancy Map for Wednesday, June 28, 2016
8:15 AM — 11:00 AM
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Occuponcy Map for Wednesday, June 29, 2016

11:15 AM —2:00 PM

Collected Wednesday, June 29th - Early Afternoon
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Figure 4. Occupancy Map for Wednesday, June 29, 2016

2:45 PM — 5:00 PM

| Collected Wednesday, June 29th - Late Afternoon |
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We are able to look at our tickets by block hundred number. Below is the data from 2021

and 2022 compiled by Parking Administrator Ted M@z

18| Page



