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Mayor, Council, and City Administrator, 

On behalf of the City of Ashland Information Technology Depart-
ment, staff is pleased to present Ashland Fiber Network’s Annual 
Report for the fiscal year ending June 30, 2011.  This report is a 
positive one and shows many accomplishments towards the goals 
set in the AFN Strategic Business Plan passed by Ashland City Coun-
cil in August 2010. 

Key progress includes the following: 

 Staff upgraded infrastructures and effectively met the pre-
dicted rise in bandwidth demand.  Customer bandwidth use 
tripled between March 2010 and April 2011. 

 Costs were successfully controlled.  For example, a new con-
tract reduced per Mbps bandwidth costs by 74%.  As a result, 
bandwidth costs were less in Fiscal Year 2011 versus 2010. 

 Revenues grew by approximately $93,000, or 5.1%. 

 Marketing initiatives grew total Internet customers by 4% while 
vacancy rates increased.  Current market share is now 46%. 

 Investment into the network plant was increased to correct 
growing needs.  2010-2013 funding is triple the 2006-2009 rate. 

 Debt service contribution is increasing from $356,000 to 
$409,000 per year, a rise of 15%.  Contingency will be doubled 
to $100,000. 

Importantly, the progress made is sustainable.  Financially and op-
erationally, AFN is in position to make further strides in the next 
two fiscal years. 
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Mission: Provide Ashland with a public 

telecommunications utility that creates 

opportunities and enables our citizens,    

businesses, and municipal government to 

thrive as a connected community. 

Strategic Goals 

AFN management worked with the Mayor, City Councilmembers, and the City Administrator to set 
the direction for Ashland Fiber Network in mid-2010.  The following goals were incorporated into the 
AFN Strategic Business Plan, further detailed as AFN’s Performance Objectives for 2010-2013. 

Financial Stability 

Operate Ashland Fiber Network as a government enterprise.  Cover operating expenses and capital 
needs within the operating budget generated through revenues.  Manage products and rates to be 
competitive with other alternatives in the community. 

Contribute to City-AFN Debt Service 

Contribute to the Ashland Fiber Network debt service to minimize the burden on the City’s general 
and other funds to the maximum extent possible.  At the same time, do not compromise effective 
operation and maintenance of AFN as a City asset.   

Pay 33% and, if possible, 60% of the annual 2004 bond payment as the portion directly attributed 
to AFN’s start-up costs. 

Community Access 

Provide a basic level of access open to all members of the Ashland community at low cost.  Com-
munity Internet access should include wireless access methods. 

Community Coverage 

Complete Ashland Fiber Network to cover 99% of the community’s boundaries, minus locations 
wherein property owners elect not to have Ashland Fiber Network physically present. 

Contribute to City Operating Costs 

Pay City of Ashland internal services charges on par with peer departments.  Cover AFN’s share of 
attributable expenses to allow tax revenues to go towards primary municipal programs to the 
maximum extent possible. 



Serve as a self-sustaining public utility 

 Introduce new products and services to increase revenues to pay for AFN’s operations, capital in-
vestments, and a set portion of related City debt service. 

  Updated products and rates in November.  Council approved resolution.  Worked with vendors 
to implement rates to customers for February 1 live date.  Revenues increased afterwards. 

 Stabilize revenues for core business to exceed $1.9 million annually. 

  Operating Revenues increased to $1.91 million in Fiscal Year 2011 and are projected to hit $2.06 
million in Fiscal Year 2012. 

 Increase AFN-debt share to at least $460,000 of the City’s $1.43 million annual payment by Fiscal 
Year 2013. 

  Increased debt share paid by AFN via Operating Revenues from $356,000 to $409,000 in Fiscal 
Year 2012.  Also increasing Contingency to $100,000.   

  AFN may not attain this goal due to capital needs after many years of under-funded capital in-
vestment in the AFN plant. 

 Reduce bandwidth costs by at least 50% from Fiscal Year 2010 rates. 

  Reduced bandwidth rates by 74%, from $75 per Mbps to $19.50 per Mbps via a procurement 
and new contract.  AFN’s customers are consuming almost three times as much bandwidth in 
May 2011 as they did in March 2010.  This initiative was critical to AFN remaining viable. 

 Reduce overall operating costs by at least 5%. 

  Budget, minus debt paid from Ending Fund Balance, was reduced by 2.1%.  Additional savings 
should net from a reorganization that redeploys the IT Director position.  AFN’s share of savings 
may be used to help meet AFN’s debt or capital investment needs.  

 Establish AFN Board. 

  Applicants have not been relayed by City Recorder and approved by City Council.  

Serve as a community resource 

 Build AFN into a central community resource for information. 

  Redeveloped AFN website.  Usage has increased dramatically, 
but almost entirely from existing customers.  

 Provide community Emergency Notification System. 

  IT/AFN and Ashland Fire and Rescue worked with Jackson 
County to create an Intergovernmental Agreement for a re-
gional emergency notification system.  Training occurs in June 
2011.  Marketing will follow to attract enrollees. 

 Provide a basic level of Internet access to Ashland residents at low-cost. 

  Introduced Community Connect product with AFN’s new rates and products in February 2011.  
Cost is $9 per month for 256/256 Kpbs download/upload.  60 customers use this service level.  

 Contribute to Economic Development. 

  AFN staff communicates with the Ashland Chamber of Commerce and Southern Oregon Re-
gional Economic Development Council.  Staff serves on the Workforce Development Council. 

 

Performance to Objectives 
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Drive increase in market share 

 Charge rates competitive with alternative Internet services in the local area. 

  November AFN Rates and Products resolution was approved by City Council and made AFN’s 
prices competitive again with alternate providers.  Current ISP vendors charge from $9 to $15 
more per month over AFN Direct prices, providing email and after-hours support for the addi-
tional cost.   

 Achieve and sustain an Ashland market share of at least 50% of homes. 

  Customer counts increased from 4,201 in July 2010 to 4,338 at the start of June 2011, a rise of 
3.3%.  2010 Census data released in May show vacancy rates in Ashland increased to 9%.  From 
that data, AFN has 45.4% of the Ashland market, up from 41.4% in Fiscal Year 2010. 

  AFN’s direct-sold wired and wireless internet products grew from 107 customers in July 2010 to 
247 at the start of June 2011, an increase of 231%.  During the same period, ISP vendor cus-
tomer counts decreased from 4,094 to 4,060, a fall of almost 1% 

 Improve infrastructure to enable Internet service at 98% of Ashland properties at speeds of 1 Mbps 
or more. 

  AFN staff completed WiMax installation in Fiscal Year 2011, after more than two years of delays 
for budget and technical reasons.  AFN’s hybrid wired plant, WiFi network , and WiMax network 
combine to cover almost 98% of all local addresses.  (Note: Some rental complexes do not allow 
AFN due to contracts with other providers.) 

 Maintain a customer churn rate of 20% or less. 

  Customer churn in Fiscal Year 2011 is just over 18%.  Customer losses by Infostructure and Jeff-
Net are significantly impacting results.  Churn rate may exceed 20% if they do not improve. 

 Use utilities connections to improve telecommunications customer acquisition resulting in at least 
300 customer subscriptions per year. 

  Initiated in February 2011, joint efforts between IT/AFN and the Administrative Services Depart-
ment have resulted in 86 customer referrals to AFN.  AFN staff converted 79 into paying cus-
tomers, an exceptional conversion rate of 92%.  

 Provide prices and services that meet or exceed the needs of Ashland citizens and businesses. 

  Growth shows the attractiveness of AFN prices and products, especially AFN Direct options.  
AFN also worked with small businesses to create high-upload products.  Positive feedback was 
sent to Council from two businesses commending these efforts and AFN working with them. 

  Bundling options were created, but remain underutilized by AFN and its vendors. 

Provide customer service excellence 

 Achieve customer service scores at or above 60% rating AFN-related as “Good” to “Excellent” based 
on surveys. 

  AFN staff is working to identify a third-party survey agency at reasonable cost in order to re-
lease a survey in August/September 2011. 

 Improve service sign-up and support processes with vendors to capture at least 50% of new service 
inquiries received by AFN. 

  Tracking for this goal is not in place between AFN and its ISP vendors. AFN/City rate is 92%. 

 Ensure infrastructure meets 100% of defined performance and quality metrics. 

  AFN met of exceeded all performance goals. 

 

4 



 
 

 

Customer Comments 

"Just want to you to know how much 
we appreciated Dena bailing us out 
of our electronic incompetence this 
week.  All systems are now go and 

we are grateful." 
-Linn 

"I am very glad to live in a place that 
has an AFN.  I know there have been 
many bumps in AFN's road... The 
experience I just had with two city 

councilors responding to my email, 
connecting me to a high level AFN 
manager, and having the conversa-
tion reaffirms why I have been glad 

all along that we do have AFN.  If I 
had been dealing with Charter none 
of this would have happened.  No 
one would have cared... I know it is 

quite rare for a town this size to 
have an infrastructure like AFN. To 
me there is something about it that 
is quite aligned with the spirit of 
Ashland, where we tend to do things 

our own way, and keep human as-
pects center stage.  I like that and I 
appreciate that." 
-Steve 

"Thank you and your colleagues... I 

rate you 5 out of 5 for customer 
satisfaction. I really hope you all get 
overtime for that. Thank you again."  
-Stephen 

"Just wanted to say Thank You for 
the new upgraded service. It is much 

faster and if it is as reliable as it is 
fast everyone will be happy.  Thanks 
for the prompt service and your 
installer, Andy was great!"  

-Jeff  
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Internet 
Despite pressures to remain competitive with alternative providers on a rates basis, revenues increase 
by almost $80,000 for AFN’s Internet business line in Fiscal Year 2011.  This is due primarily to the new 
Rates and Products model feeding growth in total customers.  Specifically, increased direct sales to citi-
zens and businesses without ISPs drove new revenues. 

ISP vendors had a negative year on market 
share measures, dropping 30 customers as AFN 
Direct sales added 140 .  Since May 30, 2010, 
only Ashland Home Net grew substantially 
compared with the previous year, adding 122 
customers along with earning higher revenues 
from the sale of faster products.  Computer 
Country grew by eight customers.  Infostruc-
ture drove ISP losses in declining by 61 custom-
ers year to year.  JeffNet lost 44 in the same 
period.   

Based on performance, AFN must consider options to curtail use of ISPs that show no ability to grow.  
AFN must have Internet connectivity vendors that focus on increasing their AFN customer base and, 
thereby, the financial health of both their company and AFN.  AFN’s strongest alternative is to grow 
direct sales products, as requested by many customers.  To date, only AFN’s self-imposed cap on direct 
products for staffing reasons has limited this segment of revenue growth. 

Changes will be driven by new contracts set for procurement in mid-2011.  Under a new partner versus 
non-partner structure, AFN will focus on providing incentives and making cooperative marketing ef-
forts with partners to help them succeed. 
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Business High-Speed 
Revenues are decreasing in AFN’s Business High-Speed line as speeds of cable modem products ap-
proach fiber optic products.  Small businesses looking for ways to reduce their operational costs are 
trading the higher speeds and reliability of fiber for the lower cost of cable modem services.  Addition-
ally, Charter Communications and Qwest/Century Link invested heavily in growing their contracts for 
business services in 2010 and 2011. 

Revenues for Business High Speed fell by approximately $18,000, 
from $195,506 in Fiscal Year 2010 to approximately $177,557 in 
2011.  However, AFN has also not made a marketing push for 
Business High-Speed with local businesses in many years at the 
request of ISP vendors.   

Beginning in July 2011, AFN will work to increase its Business 
High-Speed sales via mail and direct advertising to local firms.  
Internet Vendor-Partners will also be permitted to sell fiber ser-
vices for commission under new contracts and the rates resolu-
tion passed by City Council at the end of 2010. 
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Television 
A new contract for television services was procured in 2011.  The awarded vendor, Ashland Home Net, 
is a local company with business offices south of downtown Ashland.   

Revenues increased substantially due to contract requirements that the vendor pay for actual cost of 
services from the City— amounting to a 36%, or $39,400, rise from Fiscal Year 2010.  The contract also 
structures around financial and marketing goals to motivate growth over time.  Incentive options in-

clude crediting installation and service 
fees, lower City revenue sharing based 
on market share, and cooperative ad-
vertising. 

Figures from 1Q2011 show AFN’s ven-
dor is not growing and remains in de-
cline.  Customer feedback ties this to 
long-term lack of high-definition and 
digital channels, not offering digital 
video recorders, and offering no hard-
ware to port shows room-to-room in 
their homes. 

Based on the lack on these options due 
to absent investment since 2006, as 

well as falling demand for non-Internet television, AFN must re-evaluate its position in Fiscal Year 2012 
with Ashland Home Net.  Alternatives assessed must include (1) AFN reclaiming television services to 
harvest maximum remaining revenues until demand disappears and (2) working with satellite televi-
sion vendors to sell wired internet capabilities in Ashland to compliment their television offerings. 
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Services 
Services is a new business line for Ashland Fiber Network.  AFN’s master contract request for proposals 
will solicit for vendors to provide the services listed.  Under those contracts, AFN will receive commis-
sions or other revenue sharing for generating business for its vendors.  Anticipated services include: 

 Home and Office Computer Setup and Support 

 Smartphone Setup and Support 

 IP Telephony (Consumer and Business) 

 IP Television 

 Online Storage and Backups 

 Server Hosting 

 Home and Office Energy Management 

 Home and Office Security Systems 

 Website Design and Hosting 

 Online Store Design and Hosting 

 Site Network Design 

 Wireless Network Solutions for Home and Offices 
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TELECOMMUNICATION FUND             

   2008   2009  2010 2011 2011 2012 2013 

#691  Actual   Actual   Actual   Budget  Adjusted  Proposed   Projection  

Revenues           

 Taxes   $           250   $               -   $               -   $               -   $               -   $               -   $               -  

 Charges for Services              1,709,705       1,805,746       1,818,789       1,882,400       1,906,557       2,056,000       2,132,500  

 Interest on Investments               29,251             7,945             8,203             4,000             4,000             5,000           15,000  

 Miscellaneous Revenues           69,788               609               163               500             9,750             2,500               500  

 Other Financing Sources                   -                   -                   -                   -                   -                   -                   -  

 Interfund Loan                   -                   -                   -                   -                   -                   -                   -  

 Operating Transfers In                   -                   -                   -                   -                   -                   -                   -  

 Total Revenues       1,808,994       1,814,300       1,827,155       1,886,900       1,920,307       2,063,500       2,148,000  

 Expenditures            

 Personal Services         627,737         572,458         567,474         674,548         636,164         670,620         698,100  

 Materials & Services         756,017         822,119         812,435         858,157         870,765         856,959         902,100  

 Capital Outlay         163,417             3,497           67,876         233,500         213,510         140,640         133,500  

           

 Debt Service/Payment for Technology Debt.         356,000         356,000         356,000         700,000         700,000         409,000         409,000  

 Contingency               50,000           100,000         100,000  

 Total Expenditures       1,903,171       1,754,074       1,803,785       2,516,205       2,420,439       2,177,219       2,242,700  

 Actual % of Final Budget  88.40% 81.91% 81.69%   96.19%   

 Actual % of Contingency Transferred/Used  0.00% 0.00% 0.00%   0.00%   

           

Revenues Over (Under) Expenditures 
Including Contingency         (94,177)          60,226           23,370        (629,305)       (500,132)       (113,719)         (94,700) 

 Working Capital Carryover           963,896         869,719         929,945         911,037         953,315         453,183         439,464  

 Ending Fund Balance   $     869,719   $     929,945   $     953,315   $     281,732   $     453,183   $     339,464   $     344,764  



 

 

 
 

Bond Debt 

The City of Ashland issued $15.5 million of bonds in August 2004 to repay borrowing and intra-fund 
loans used to pay for the creation of Ashland Fiber Network.  The Ashland Electric Department used ap-
proximately $9 million of the total for construction and $6.5 million for funding initial operations of the 
new telecommunications utility. 

The bond debt service consists of General Obligation Bonds backed by the full faith and credit of the 
Ashland municipal government.  Coupon rates range from 3.697% to 6.022%.  Annual payments until 
completion average just under $1.43 million.  Final payment is in July 2024. 
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 New Rates and Products 

Following are the rates charged by AFN to direct customers (retail) and to ISP vendors  (wholesale). 

AFN Direct / Retail   Per Month 

COMMUNITY ACCESS Simple Email Activity— 256 Kbps/256 Kbps $9  

BASIC General Internet & Minimal Media— 1.5 Mpbs/256 Kbps $30 

CHOICE General Internet & Moderate Media— 5 Mbps/1 Mbps $35 

PREFERRED General Internet & Significant Media— 10 Mbps/2 Mbps $45 

FAMILY ENTERTAINMENT Regular web-based TV and Movie Viewing— 15 Mbps/2 Mbps $55 

GAMERS Advanced Gamer— 20 Mbps/3 Mbps $65 

ULTIMATE HOME Premium Home Package— 25 Mbps/5 Mbps $75 

SMALL OFFICE HOME OFFICE 
For Higher Two-Way File Transfers, High GB/Month Bandwidth 
Limit— 15 Mbps/4 Mbps $65 

SMALL BUSINESS 
IP Based Phones & Website Hosting, Highest GB/Month Band-
width Limit— 25 Mbps/5 Mbps $85 

ADD ON UPLOAD +5 Mbps Augmented Upload Speed $10 

ADD ON WIRELESS SERVICE Supplemental In-Town Mobility Access— 3 Mbps/256 Kbps $5 

AFNAnywhere Visitor 3-Days Sign-Up— 3 Mbps/256 Kbps $4 

AFNAnywhere Monthly WiFi— 3 Mbps/256 Kbps $48 

AFNMax Monthly WiMax— 5 Mbps/1 Mbps $48 

   

ISP Vendors / Wholesale   Per Month 

COMMUNITY ACCESS  $9  

BASIC  $25 

CHOICE  $28 

PREFERRED  $38 

FAMILY ENTERTAINMENT  $45 

GAMERS  $55 

ULTIMATE HOME  $65 

SMALL OFFICE HOME OFFICE  $53 

SMALL BUSINESS  $73 

ADD ON WIRELESS SERVICE  $5 
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 New AFN Website 

In February 2011, Ashland Fiber Network introduced a new feature-rich web site at  
www.ashlandfiber.net. The major redevelopment initiative aimed to replace a limited prior site to allow 
potential customers to sign up for services easily.  To date, the site has been a success with both citizens 
and vendors, resulting in additional business and upgrades that AFN missed in the past.  Major  en-
hancements include the following: 

 Signup and immediate online capability, if the house is connected to the Ashland Fiber Network 
plant.  The majority of homes in Ashland are connected.   

 Existing customers can also easily upgrade or downgrade their service to fit their needs and usage. 

 Vendor tools allow businesses working with AFN to manage internet connectivity, service visits, and 
disconnections for customers. 

 User graphs show customers their bandwidth utilization, trends, and overall network performance. 

 Troubleshooting/help request submittal feature. 
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Annual Report Notes 

Rates 

AFN sets rates in accordance with City of Ashland City Council Resolution. The Resolution requires establishment of rates that are 

reasonably expected to pay operating costs (excluding depreciation and amortization) and a portion of aggregate debt service.  The 

debt service included in rates provides for cost recovery of the utility plant assets over a period not exceeding the plant’s useful life. 

Accounts Receivables and Termination of Service 

AFN generally requires payment on accounts within 30 days of billing.  Revenue is recognized on an accrual basis.   

A small number of customers are billed as part of their utilities bill from the City of Ashland.  Termination follows the process for 

utilities disconnects for those accounts.  Direct customers paying by credit card are billed on monthly renewal dates.  Service is termi-

nated if the recurring transaction is not allowed on the credit card registered.  For vendors selling AFN Internet connectivity, con-

tracts require payment within 30 days of billing.  Vendors that exceed the period may have customer accounts terminated or reas-

signed. 

Operating Expenses 

Operating expenses and revenues are defined as those directly related to, or incurred in support of, the transmission of data commu-

nications to the customers AFN serves. All other expenses and revenues are classified as non-operating. 

Capital Investment 

Capital investment activity maintains the AFN network and plant to offer services demanded by consumers.  The annual investment 

average for 2010-2013 is three times the rate of that used 2006-2009. 

2006 2007 2008 2009 2010 2011 2012 (Proj) 2013 (Proj)  

$3,911 $33,645 $163,417 $3,497 $67,876 $213,510 $140,640 $133,500 

Employee Benefits 

Costs for employee benefits are projected to continue to rise.  The City of Ashland negotiated medical benefits with a 0% increase for 

Fiscal Year 2012.  This is offset by rising Oregon State Retirement costs for government employees.  Staffing levels may be affected in 

the future based on pressures from employee benefits costs to the utility. 

Concentration of Risk 

AFN’s revenues are derived from four business lines.  Of the $2.06 million revenues projected for Fiscal Year 2012, approximately 79% 

will come from Internet Connectivity services.  This is a high-risk position.  Coupled with long-standing agreements with Internet Ser-

vice Provider (ISP) vendors, significant damage to overall revenues could occur if disputes or corporate issues arose for any of the 

three top ISPs.  AFN and City management must continue to contain and otherwise address this risk. 

Commitments  
Within the amount paid towards City of Ashland Central Services charges each year, AFN pays $125,000 per year towards City Infor-

mation Technology Department staff costs.  The employees covered are in the Technology Services Division, which provides approxi-

mately .5 full-time equivalents worth of customer support work for AFN. 

Contingencies 

Budgeted contingencies were increased in AFN’s Fiscal Year 2012 budget to $100,000.  In addition to End-

ing Fund Balances, the purpose of these funds is to cover emergency needs in the event equipment fails, 

critical plant needs arise, and for contract disputes. 
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Ashland Fiber Network 

Organizational Information 

Staff 

Rob Lloyd* 
  CIO/Director 

Michael Ainsworth 
  IT Manager 

Chad Sobotka 
  Senior Network Engineer/ 
  Architect 

Dan Hendrix 
  Senior Network Engineer 

Vince Zauskey 
  Customer Service Technician 

Chris Barber 
  Lead Network Technician 

Dena Adame 
  Network Technician 

Andy Martinez 
  Network Technician 

Criss Garcia 
  Senior IS Analyst/Architect 

Leadership 

John Stromberg 
  Mayor 

Russ Silbiger* 
  Councilmember/ 
  AFN Board Member 

David Chapman* 
  Councilmember/ 
  AFN Board Member 

Greg Lemhouse 
  Councilmember 

Carol Voisin 
  Councilmember 

Dennis Slattery 
  Councilmember 

Michael Morris 
  Councilmember 

Martha Bennett* 
  City Administrator 

Lee Tuneberg 
  CFO/Director 

 
* AFN Board Member 

Citizen Advisors 

Alan Oppenheimer 
  President 
  Open Door Networks 

Priscilla Oppenheimer 
  Educational Advisor 
  Cisco Systems 

 

 

Mark Decker 
  CIO/IT Director 
  Jackson County 

Donald Mackin (Deceased) 
  Volunteer 
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Though I will be departing Ashland at the end of June 2011, 
it is important to note my gratitude to the Mayor and City 
Council, the City Administrator, our citizens, and the IT/AFN 
staff for a tremendous year of work.  We stabilized services 
and set a course for AFN that will keep it both financially 
and operationally healthy for years to come.  That this oc-
curred in a relatively short amount of time is testament to 
the talented people who believe in AFN’s mission.  
 
Ashland is a remarkable community that deserves good 
things.  I will always be honored that the people of Ashland 
allowed me to come here and work for them.  I hope it was 
a worthwhile investment on all sides. 
 
My family and I have been proud to call Ashland home.  If 
we are lucky, life will see us back here again, one day. 
 
 
Warmest regards, 
Rob Lloyd 
CIO/IT Director 

A Message of Thanks  

 

Ashland Fiber Network 

90 N Mountain Avenue 
Ashland, OR 97520 

Call:  541-552-2244 
Fax:  541-552-2436 

Email: info@ashlandfiber.net 

Find us on the Web at 
www.ashlandfiber.net 

 


