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Synopsis

The City of Clearwater’s Cleveland Street Streetscape project consisted of the demolition of existing storm and water mains.  Construction of 1700 linear feet of new 12” and 8” Polyvinyl Chloride Pipe (PVC) potable water mains, 3200 linear feet of new storm lines ranging in size from 18” Reinforced Concrete Pipe (RCP) to 43”x 68” Elliptical Reinforced Concrete Pipe (ERCP), including 53 inlets and drainage structures, and roadway restoration, installation of water service lines and fire hydrants.  Four blocks of roadway construction in downtown Clearwater, including new curb and gutter, medians and decorative mid-block bulb-outs, specialty brick-paver crosswalks, traffic signal mast arms, and colored-concrete intersections.  Complete enhancement/street beautification including specialty sidewalk pavers, site amenities, lighting, landscaping and irrigation, and street signage.

The goal of the Cleveland Streetscape project was to upgrade the infrastructure in order to create an atmosphere for renewed private investment. As the traditional “main street” of downtown, Cleveland Street needed to be redesigned as a pedestrian-friendly environment to encourage residential and destination development, specifically restaurant and retail activity. The upgrading of infrastructure was a key element in the City’s downtown revitalization strategy.  

The city retained Bellomo-Herbert and Company, Landscape Architects in August 2002 to develop a Master Streetscape and Wayfinding Program for Downtown.  After several public meetings, the first phase of the Cleveland Streetscape Master Plan was completed and construction drawings were prepared for Cleveland Street between Osceola and Myrtle Avenues and Station Square Park.  The drawings were put out to bid in 2006 at the height of rising construction costs and two bids came back a considerable amount over budget. The architect and City staff reviewed the construction documents and agreed on a value engineering strategy that kept the essence of the design and reduced the cost. 

The contract was awarded to Gibbs & Register on April 17, 2006 and construction began June 12, 2006. The $10 million construction cost was funded from Penny for Pinellas (sales tax), the Community Redevelopment Agency (CRA), a Florida Department of Transportation (FDOT) grant and utility funds.

The City of Clearwater’s Construction Division managed the Cleveland Streetscape project with a CM Team approach.  The CM Team consisted of the contractor’s Project Manager, the City’s Construction Project Manager, Construction Inspector, Engineering Project Manager and the City’s Main Street Program and Communications Coordinators.  The City’s Construction Division staff ensured the project was constructed per plans and specifications, interpreted contract documents, reviewed and negotiated change orders, approved pay applications, resolved field conflicts, coordinated with merchants, high-rise developers, private utilities, the architect and various City Departments, performed full time construction inspection, generated daily inspection reports, provided document control, ran meetings, kept the City Manager and City Council informed of project progress, and analyzed the construction schedule and budget to ensure the project was completed on time and on budget.

Clearwater’s Cleveland Street Streetscape project demonstrates the importance of key partnerships needed to accomplish a major public works project in an urban location with aging infrastructure, active businesses, buildings built to lot lines, and the construction of two major private residential projects in the same project area.  An extraordinary amount of coordination was necessary between the owner, contractor, utilities, city departments, merchants, downtown workers and visitors to complete this remarkable project.

Communication between the city, the contractor and the businesses was critical to the project’s success.  Twice monthly progress meetings were held with the contractor, construction division, utility companies and various city departments to address issues, concerns, project progress and the next two-week construction schedule.  These meetings provided for good communication between all parties involved.  Monthly Hard Hat meetings were also held by the CM team at various businesses in the Downtown area to keep merchants informed and address their concerns.  These meeting times were scheduled at staggered times to offer all the Downtown workforce and opportunity to attend.

The original schedule/Maintenance of Traffic (MOT) plan for the four blocks of Cleveland Street provided for four different MOT phases during an 18-month period.  The separate phases included work along the north right of way of the street, south side, median and then at the intersections. However, for ease of construction, the contractor proposed a modification to the schedule/MOT that included revisions to the way the street would be opened and closed to traffic
In the hybrid approach, the streetscape work was completed one block at a time from storefront to storefront.  Each block was closed to traffic for ~ 3 months and each intersection was closed for 3 weeks as the project proceeded east from Osceola to Myrtle Avenues. Pedestrian traffic was maintained at all times. This proposal was accepted by the CM team and endorsed by the merchants. Removing the north, south and median phases eliminated construction joints within the project, resulting in a more seamless product.  Damage and wear and tear to the completed work was minimized as well.  A significant benefit of this method was that merchants only had heavy construction activities within their area for the 12-week period instead of the complete project duration. Merchants and customers were able to utilize the finished product sooner, including access to parallel parking spaces, new asphalt, and site amenities and landscaping.  This also allowed the project to be substantially complete two months ahead of schedule prior to the City’s Jazz Holiday event.

Innovation/Creativity

Maintenance of Traffic

The original schedule/Maintenance of Traffic (MOT) plan for the four blocks of Cleveland Street provided for four different MOT phases during an 18-month period.  The separate phases included work along the north right of way of the street, south side, median and then at the intersections. However, for ease of construction, the contractor proposed a modification to the schedule/MOT that included revisions to the way the street would be opened and closed to traffic
In the hybrid approach, the streetscape work was completed one block at a time from storefront to storefront.  Each block was closed to traffic for ~ 3 months and each intersection was closed for 3 weeks as the project proceeded east from Osceola to Myrtle Avenues. Pedestrian traffic was maintained at all times. This proposal was accepted by the CM team and endorsed by the merchants. Removing the north, south and median phases eliminated construction joints within the project, resulting in a more seamless product.  Damage and wear and tear to the completed work was minimized as well.  A significant benefit of this method was that merchants only had heavy construction activities within their area for the 12-week period instead of the complete project duration. Merchants and customers were able to utilize the finished product sooner, including access to parallel parking spaces, new asphalt, and site amenities and landscaping.  This also allowed the project to be substantially complete two months ahead of schedule prior to the City’s Jazz Holiday event.

Overall Management Efforts 

Team Roles & Responsibilities

· City of Clearwater’s Economic Development Department provided project scope and funding.

· City of Clearwater’s Construction Division staff managed the project during construction.

· Bellomo-Herbert architectural firm was the designer and Engineer of Record.  They recommended and approved design changes, and approved shop drawings and other submittals.

· Gibbs & Register Construction Company and their subcontractors built the project.

Construction Management Responsibility

The City of Clearwater’s Construction Division managed the Cleveland Streetscape project with a CM Team approach.  The CM Team consisted of the contractor’s Project Manager, the City’s Construction Project Manager, Construction Inspector, Engineering Project Manager and the City’s Main Street Program and Communications Coordinators.  The City’s Construction Division staff ensured the project was constructed per plans and specifications, interpreted contract documents, reviewed and negotiated change orders, approved pay applications, resolved field conflicts, coordinated with merchants, high-rise developers, private utilities, the architect and various City Departments, performed full time construction inspection, generated daily inspection reports, provided document control, ran meetings, kept the City Manager and City Council informed of project progress, and analyzed the construction schedule and budget to ensure the project was completed on time and on budget.

Communication

Communication between the city, the contractor and the businesses was critical to the project’s success.  Twice monthly progress meetings were held with the contractor, construction division, utility companies and various city departments to address issues, concerns, project progress and the next two-week construction schedule.  These meetings provided for good communication between all parties involved.  Monthly Hard Hat meetings were also held by the CM team at various businesses in the Downtown area to keep merchants informed and address their concerns.  These meeting times were scheduled at staggered times to offer all the Downtown workforce and opportunity to attend.

Conflict Resolution and Partnering

Clearwater’s Cleveland Street Streetscape project demonstrates the importance of key partnerships needed to accomplish a major public works project in an urban location with aging infrastructure, active businesses, buildings built to lot lines, and the construction of two major private residential projects in the same project area.  An extraordinary amount of coordination was necessary between the owner, contractor, utilities, city departments, merchants, downtown workers and visitors to complete this remarkable project.

Owner Direct Purchase

The Cleveland Streetscape project utilized the owner direct purchase (ODP) method for a significant amount of products and materials.  This was the first time the City implemented this purchase method on a large-scale project.  The City realized a 6% tax savings of over a million dollars (10% of the contract amount) worth of purchases.  The CM team was diligent in tracking and taking appropriate reductions from the contract amount as a result of ODP.

Citizen Outcomes

The goal of the Cleveland Streetscape project was to upgrade the infrastructure in order to create an atmosphere for renewed private investment. As the traditional “main street” of downtown, Cleveland Street needed to be redesigned as a pedestrian-friendly environment to encourage residential and destination development, specifically restaurant and retail activity. The upgrading of infrastructure was a key element in the City’s downtown revitalization strategy.  

The Communications and Downtown Partnership portion of the CM team, created a Communications Plan to keep the public well informed at each stage of the construction process. The Plan included:

· A “Toolkit” --a resource binder filled with information about the streetscape project and public relations and marketing ideas-- prepared by the City’s Main Street Program, part of a State of Florida downtown revitalization program using the assistance of volunteers

· Monthly “Hard Hat” Meetings in restaurants within the project to provide merchants with information about the month ahead

· Monthly newsletter  

· Downtown Website

· E-mail list serve

· Post card with the rendering of the new streetscape for merchants to mail out with upcoming sales 

· Displays in 10 downtown locations with brochure and newsletter racks 

· Business assistance brochure listing available resources

· Signage directing customers to a side street parking garage with 2 hours of free parking

· Banners at key intersections with “Under Construction and Open 4 Business” theme that included names of downtown businesses 

· Sandwich board signs at street corners with businesses  

In addition, the City, Main Street program and Clearwater Downtown Development Board sponsored merchant retail promotions to assist in attracting customers into the restaurants during construction including a buy one get one free coupon campaign.

As each block was completed, a block opening celebration was held to encourage visitors to view the work in progress.  The ribbon-cutting ceremony and final block party was held December 14, 2007 with the concept of “Celebrate Cleveland Street and Join the Ceremonial Unwrapping of Clearwater’s Holiday Gift.”  A Holiday parade and Family Fun Festival was held the following day with children’s activities, a scavenger hunt, craft vendors, exhibitors and area restaurants.

Applicable Results and Real World Advice

The Cleveland Street Streetscape project was completed on time, despite a significant amount of additional work and delays experienced.  The project encountered many obstacles including conflicts with City and private utilities.  Discrepancies in existing grade elevations and those shown on the plans resulted in modifying six storm structures at the west end of the project.

Due to high initial bids, the City, working with the contractor, reduced the project costs by 21% through value engineering (VE).  The final contract amount was an 8% increase over the VE amount.  This increase is mostly credited to additional work and unforeseen underground conflicts, out of the control of the contractor. 

The hybrid phased construction approach had significant safety benefits.  The limited number of maintenance of traffic phases, allowed for fewer changes to vehicular traffic patterns for smoother traffic flow and less confusion to the public.  Traffic flow adjacent to the work zone was reduced and worker safety improved.  The construction management team ensured maintenance of traffic was properly maintained and installed by certified staff.  Special attention was given to pedestrian maintenance of traffic issues.   The amount of night work was kept to a minimum.  Safety meetings were documented in the Daily Inspection Reports. 

The Streetscape Project was a great learning experience for everyone involved.  The most important of those lessons was the value of teamwork and how being pro-active avoids potential chaos.  We strongly suggest, when possible, to involve all stakeholders, communication amongst the stakeholders can prevent unnecessary problems. 

The Downtown Development Board has given written accolades to the success and quality of the streetscape project.  It has also received the following awards:
· American Public Works Association (APWA) Award of Excellence from Florida West Coast Chapter

· APWA Award of Excellence from State of Florida Chapter

· Construction Management Association of America (CMAA) West Central Florida Chapter, 2008 Project Achievement Award for projects less than $10 million
· Florida Main Street Honor Award for Outstanding Public Improvement
· Florida Redevelopment Association (FRA) Redevelopment Award for Capital Projects/Beautification
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