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Introduction

Stone Ave Bike Boulevard - GSI bike lane buffer

Storm to Shade (S2S) is the City of Tucson’s green
stormwater infrastructure (GSI) program, launched in
January 2021 to plan, build, and maintain GSI in public
spaces across the city. GSI captures and infiltrates
stormwater runoff from impermeable surfaces to support
native vegetation. GSI delivers wide ranging benefits—
healthier soils, cleaner air and water, cooler and shadier
neighborhoods, and more vibrant and attractive public
spaces.

As part of the City’s broader response to ongoing drought
and the Climate Emergency declared in 2020, S2S
provides a low cost, sustainable, and effective strategy
for mitigating urban heat while conserving potable and
reclaimed water resources. Launched as a pilot in January
2021 and made permanent by Mayor and Council in

June 2023, the program is funded through a water
consumption-based fee on residential and commercial
City of Tucson utility customers within city limits.

Since its inception, S2S has constructed 16 new GSI
projects, with six completed in FY25 and 20 in the design
pipeline. In FY25, Mayor and Council approved a $0.02

per CCF increase to the fee that supports S25’ work,
reflecting strong and sustained demand for GSI across
Tucson. This support enabled S2S to add 1.5 new staff
positions to accelerate the delivery of ~26 projects in
design or construction. The program successfully expanded
its impact with new funding sources and partnerships.In
FY25 S2S secured an Arizona Water Infrastructure Finance
Authority (WIFA) grant of federal funds for the removal
and replacement of ornamental turf and barren landscape
with GSI at El Pueblo Neighborhood Center, a beloved
multi-jurisdictional community resource on Tucson’s south
side. S2S continued to partner with the City’s Departments
of Transportation & Mobility, Parks & Recreation, and
Tucson Waters; it also forged a new opportunity for
collaboration with the Department of Housing and
Community development, bringing the benefits of GSI to
City-owned affordable housing units.

On the maintenance front, S2S fully deployed a
comprehensive asset management system that tracks
maintenance activities for approximately 850 individual
GSl assets. S2S continued to deliver leading-edge

GSI maintenance training to landscape professionals
and City staff via Tucson Water’s partnership with
Pima Smartscape, increasing shared knowledge of
best practices and improving the performance of GSI
assets citywide. New Requests for Proposals (RFPs)
for landscape design and maintenance contractors
were launched to support the increasing volume and
complexity of both new projects and maintenance
activities.

Finally, building on the highly successful collaboration
with the Pima County Regional Flood Control District
initiated in 2020, S2S helped deliver the Alvernon
Stormwater Park. This project integrates GSI and flood
control and demonstrates how cross-jurisdictional
partnerships can scale GSI to increase public benefits.
All of these efforts were complemented by a robust
public outreach program designed to solicit community
input, increase awareness of GSI, and ensure equitable
investments.

In summary, S2S strengthened collaboration around
GSI construction and maintenance across City
departments, embraced new partnerships and funding
sources, increased capacity to deliver projects, elevated
recognition of the urban landscape as essential public
infrastructure, and a continued commitment to equity-
driven investments.




Program Status

Program Budget

S2S began accumulating funds in May 2020. At $0.15 cents per Ccf of water consumed, the average

El Rio Neighborhood Center GSI landscape retrofit

household pays approximately $1.05/month toward the program.

Table 1: Fiscal year budget & fund balance

Fiscal Year Approved Budget
FY 20 $-
FY 21 $2,718,780
FY 22 $3,047,590
FY 23 $3,394,040
FY 24 *$11,473,736
FY 25 $11,248,425

Expenditures
$_

$188,039
$656,342
$1,449,519
$2,961,268
$3,332,175

Revenues

$631,681
$3,640,411
$3,462,654
$3,316,905
$3,826.977
$3,928,858

Fund Balance
$631,681
$4,084,054
$6,890,366
$8,757,752
$9,623,461
$10,220,143

*FY24 and FY25 budgets were made higher to allow for potential large expenditures of fund balance.

Table 2: : Expenditures to date by category (July 1, 2020 - June 30, 2025)

FY 2021
Commodities
Personnel $116,333
Services $71,707
Grand Total $188,039

FY 2022 FY 2023 FY 2024
$8,447 $6,955 $20,457
$440,833 $469,508 $611,169
$197,392 $973,056  $2,329,642
$656,342 $1,449,519  $2,961,268

FY 2025
$4,935
$778,235
$2,549,005
$3,332,175



