
CHEERS 
Cleveland Harbor Eastern Embayment Resilience Strategy

March 13, 2025 Stakeholder Meeting #7



Agenda
• USACE Update

• Partner Workshop

• Small-scale Breakout Project 
Update (Habitat Loop)

• Funding Updates

• BCA + Fact Sheets 

• Project Next Steps

• Partner Updates



USACE Update







Partner Workshops



October 21 and 22 USACE Charette

• Focused on local stakeholder input for the USACE's development of the 20 year 
Dredged Material Management Plan (DMMP) for Cleveland Harbor

• The DMMP will explore multiple alternatives and is expected to be complete in 
2029. A preferred alternative would then begin the permitting process, leading to a 
construction start date in 2031 +/-

• CHEERS stakeholders strongly advocated that CHEERS is the local preferred solution

• Local confined disposal facilities reach capacity in 2029 

• An early action project could demonstrate the benefits of CHEERS and provide 
placement options as other capacity is exhausted



January Partner Workshop

The CHEERS Partner group came together to kick-off the 2025 year with a project 
regroup, discuss implementation strategies and funding opportunities, and collaborate 
and brainstorm on an initial breakout project.



Breakout Project Update 



Early Action Project – 
Pending NOAA Transformational Habitat application
Project Goals:
• Achieve a constructed 

project for the 
community

• Demonstrate benefits 
and proof of concept 
for CHEERS 

• Address a short-term 
dredge placement site in 
advance of the 2029 
capacity limit

• Draft budget $12-13M; 
local funds needed



Early implementation at the Habitat Loop

Early Action Project – 
Pending NOAA Transformational Habitat application



Early implementation options – pending budget review & design refinement

Early Action Project – 
Pending NOAA Transformational Habitat application



Early Action Project – 
Pending NOAA Transformational Habitat application

This Early Action project:
- Protects I-90 from wave action 
- Improves fish habitat by 

constructing shoreline wetlands 
unique along Cleveland's shoreline

- Expands opportunities for fishing 
- Creates places to touch the water 
- Provides essential dredge 

placement areas before the 2029 
lack of capacity



BCA + Fact Sheets 



The CHEERS Benefit Cost Analysis (BCA) is here!
Fact Sheets

Customizable advocacy 
materials for general audiences   

Technical Report

Reference document including  
methods and assumptions 

Workbook

Excel documentation of 
quantification methods 



What is a Benefit Costs Analysis (BCA)?
Benefit-Cost Analyses (BCA) 

• BCAs are decision-making exercises that enable planners, funders, and designers to quantify 
project impacts and prioritize those that will yield the most significant positive outcomes for 
communities.

• Often required by federal grant programs to demonstrate the project is a worthwhile investment. 

Benefit-Cost Ratio (BCR)

• A BCA is used to evaluate if a project is cost effective by producing a benefit-cost ratio (BCR). Cost 
effectiveness is determined by whether a project’s benefits (such as avoided damages, loss of 
function, or ecosystem services) outweigh the costs of the project. 

• If a project has a BCR over 1, the project is considered cost effective. 

• BCRs are similar to a return on investment (ROI).  

What distinguishes the CHEERS BCA? 

• This is an agency-agnostic BCA, meaning it was developed to quantify the project holistically, 
rather than following a specific federal-agencies’ methodology. 

• It quantifies the benefits and costs across the entire lifetime of the project rather than for a 
specific component. Benefits are tied directly to specific project actions. 

• The figures from this analysis can be utilized for diverse contexts rather than being tailored for a 
specific grant or project component. 

Benefit-Cost Ratio
The balance between costs and benefits



This analysis compared the project 
costs against 8 quantifiable benefits 
of CHEERS across four categories: 
economic, land use, environmental, 
and resilience. 

Benefit Cost Ratio: 3.1
This analysis found that CHEERS is a 
cost-effective dredge placement 
alternative. 

Total Benefits (Base Case, Present Value) 

$2.1 billion

For every dollar invested in 
CHEERS, the project is 
projected to generate 

$3.10 
in benefits in return

Prevents up to 

1,166
trucks added to Cleveland 

roads daily 

The USACE estimates that a 
shift to land-based 

transportation would add over 

50k tons 
of particulate matter annually

Over 

100 acres 
of new park space

Supports the total economic 
activity of the Port of 

Cleveland estimated over

$7B 

CHEERS is a cost-effective, long-term investment in Cleveland’s community and economy 
representing a 310% return on investment (ROI). 

Provides an average of

 $4K 
In ecosystem services per acre

CHEERS BCA Key Take-aways



Benefits

Implementation Timeline

Breakwater Construction

Dredge Placement

Park Construction

CHEERS is anticipated to provide the 
following benefits annually under the base 
case scenario

$105M
Maritime Operations

$468K
In Avoided Losses

$36K 
Erosion Control Provided

Average Annual Benefits

2027  2028   2029  2030   2031  2032  2033  2034  2035  2036  2037  2038  2039  2040  2041  2042  2043  2044  2045  2046  2047  2048  2049   2050  2051  2052  2053  2054  2055  2056

Sediment accumulates to point Cleveland Harbor is unnavigable by all vessels

Resilience

Neighborhood Uplift

Environmental 

Breakwater construction is complete

Maritime Operations

Park construction begins

Park construction is 
complete

Benefit Accumulation Timeline

Benefit Category
Annual 
Benefits ($)
Not to scale 

$150 million

$50 million

$1 million



BCA Fact Sheets
Customizable, thematic advocacy materials

Fact Sheet Theme

‘Thesis Statement’

Interchangeable 
Fact Tiles

Supporting Findings

Qualifications

1

2

3

4

5

Fact Sheet Tile Library







Reimaging the Cleveland 
shoreline to create lasting, 
regional impacts

Reconnecting Cleveland 
neighborhoods to the lake 

Shifting to co-beneficial ways of 
handling dredge material 

Protecting the region’s 
infrastructure and economy for 
generations to come

Next steps



Funding Pursuits 
+ Opportunities



- Not awarded



PROTECT 
Promoting Resilient Operations for Transformative, Efficient, and Cost-saving Transportation

• Funding opportunity removed 
from grants.gov 2.11.2025 -
may be re-posted this spring

• Applications were due 
2.24.2025; 

• Resilience Improvement 
Grants; total available $408M

• Planned request: $28.8M 
Local match $3.4M       from 
NOACA, Cleveland 
Metroparks, & the Port 



NOAA Transformational Habitat
• Early Action Project 

described earlier in the 
meeting

• Demonstrates the value 
of the CHEERS project

• Small breakout area 
focused on the Habitat 
Loop



CHEERS 
Project Updates



We've accomplished a lot this year.
• Advancing Design Feasibility: We continued to refine our design approach, 

ensuring that it remains both feasible and buildable, successfully completing the 
30% Design of the CHEERS Project (Marine and Landside).

• Progressing Funding and Financing: Significant strides were made towards securing 
funding, including the completion of a Class 5 Construction Cost Estimate, a Grant 
Checklist, an Annualized Cost analysis, and an advanced agency-agnostic Benefit-
Cost analysis.

• Ongoing Technical Assessments: Our commitment to comprehensive assessments 
continued with the advancement of our Geotechnical Analysis, a critical step for 
ongoing permitting and detailed design of the Marine Breakwater.

• Strengthening Permitting Engagement: We maintained a strong focus on 
permitting, actively participating in a USACE DMMP Planning Charrette and holding 
bi-weekly coordination meetings with USACE to ensure design alignment.



we’re 
here!

2025 Schedule

21 2215 16 17 18 19 20 23 24

MAR    APR      MAY     JUN     JUL     AUG      SEP    OCT   NOV    DEC    JAN      FEB      MAR    APR    MAY     JUN     JUL     AUG      SEP      OCT     NOV   DEC   

4.2 : Stakeholder & Community Engagement 

6.1 100% SD

6.3 90% Construction Documents of Marine Package

6.2 Permitting (Coastal and Waterway)

Major Grant and 
Project Milestones

25 26 27 28 29 30

6.4 90% Phase 1 Landside Park Design

7.1 Funding Roadmap ^Start of Design, Spring/Summer 2025

25 26 27 28 29 30

4.1 : Stakeholder & Community Engagement 



2025 Project Deliverables

 USACE Coordination – Ongoing
 (10/04/2023) USACE DMMP Planning Submission by Port of Cleveland – 

currently under regulatory review and coordination

Task 4.2: Stakeholder Engagement

Task 6.3 90% Construction Documents of Marine Package

Task 6.2 Permitting (Coastal and Waterway)

 60% Plan Set – In progress (tracking for January)
 (10/04/2023) 10% Plan Progress for Permitting Submission  
 (1/26/2024) 30% Plan Progress for Schematic Design Submission

Task 6.4 90% Landside Park Design for “The View”
 Geotechnical Analysis and Assessments in Progress 

Task 7.1 Funding Roadmap
 Funding Roadmap

  Phase 2 Engagement – Strategy and Planning in progress
 

 90% Plan Set – Oct/Nov 2025
 (10/04/2023) 10% Plan Progress for Permitting Submission  
 (1/26/2024) 30% Plan Progress for Schematic Design Submission

 90% Plan Set – Oct/Nov 2025



Partner Updates



Partner Updates

Key supporting stakeholders:
Ohio Environmental Protection Agency (OEPA)
Northeast Ohio Regional Sewer District (NEORSD)
Northeast Ohio Areawide Coordinating Agency (NOACA)



Gordon Park



Gordon Park

• Removing ballfield infrastructure to open up site 
access and prepare for the Great Lawn

• Proceeding with Schematic Design of entire site
• Coordinating summer activities and park 

activation
• Fall 2025 initial construction / Ph. 1 to begin



Stakeholder Meeting



Stakeholder Meeting Agenda
• Stakeholder Meeting #7 – March 13, 2025 – TODAY!
• Stakeholder Meeting #8 – June 12, 2025
• Stakeholder Meeting #9 – September 11, 2025
• Stakeholder Meeting #10 – December 11, 2025

Would you be interested in meeting on site for a walk-shop as 
part of the next stakeholder meeting on June 12?

For more information on the CHEERS project, please visit our website. You can also find materials and recordings 
from previous stakeholder meetings at the bottom of that webpage.

If you would like to add colleagues or other stakeholders to our project listserv, please feel free to reach out to 
Kelly Coffman (Cleveland Metroparks), Linda Sternheimer (Port of Cleveland), or Kara Slocum (Project PM, Arup).

https://www.clevelandmetroparks.com/about/planning-design/cheers-cleveland-harbor-eastern-embayment-resilien


Thank you!
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