TOWN OF FAIRFAX

STAFF REPORT
TO: Mayor, Members of the Town Council DATE: July 11, 2012
FROM: Judy Anderson, Interim Town Manager/Town Clerk
SUBJECT: Approval of response to Grand Jury Report, “Pre-Schoolers Learn to Share ~ Can Local
Governments?”
Recommendation

Approval of the drafted response to the above named Grand Jury Report.

Discussion

The Marin County Grand Jury released the attached report June 1, 2012. The Town is required by iaw to
respond in writing within ninety days to the findings and recommendations of the report.

Fiscal Impact
None
Attachment

Draft response to Grand Jury Report
Grand Jury Report, “Pre-Schoolers Learn to Share ~ Can Local Governments?”

AGENDA ITEM # (5




Response to Grand Jury Report from the Town of Fairfax:

Report Titie: PRE-SCHOOLERS LEARN TO SHARE — Can Local Governments?
Report Date: May 29, 2012

Public Release Date: June 1, 2012

Response by the Town of Fairfax

FINDINGS

We agree with the findings numbered 2-8

We disagree partially with the findings numbered 1 and 9

Finding Number 1: The cities and towns of Marin already share many services through Joint
Powers Authorities and Boards, i.e., Marin County Disaster Council, Marin General Services
JPA, Major Crimes Task Force JPA, Marin Media Center, Transportation Authority of Marin,
Marin Energy Authority, Flood Zone, Marin Emergency Radio Authority, Marin County
Hazardous and Solid Waste JPA, etc. Our Council assignment list (attached) illustrates how our
Town participates in these entities.

Finding Number 9: We are not aware of federal grants of this nature but have taken advantage
of the Safe Routes to School funding that crosses local boundaries and are open to the
possibility.

RECOMMENDATIONS

R2:  City Councils and Marin County Board of Supervisors require annual reports from
their city managers or county administrator that identify any and all opportunities for a
regional approach of sharing public services.

The Town Manager reports to the Council on an annual basis as part of his budget message. A
report on Shared Services will be made a part of this report.

R3:  Every local governmental entity, when facing major capital expenditures (e.g., new
facilities, equipment, vehicles, or computer systems) seek out other entities to share the
use and costs of the items,

There are limited opportunities for a Town as small as Fairfax, but we share a boom truck with
San Anselmo and look for other equipment sharing possibilities when feasible.

R4:  All government officials make it a priority to identify institutional duplication
within their sphere of influence and then bring leadership, vision and openness to new,
more cost-effective alternatives.

This is already implemented by towns and cities with some of the special districts like the Ross
Valley Sanitary District. This year, the Ross Valley Fire Service added the Town of Ross to their



JPA and last year added Sleepy Hollow as a full member. This was due to the proactive efforts
of Ross Valley Fire Chief Meagor with cooperation and encouragement from the Town Councils
of Fairfax and San Anseimo. The Fairfax Police Department just began providing dispatch
services to the College of Marin and the Town of Ross with our existing personnel and
equipment. This was due to the proactive efforts of Fairfax Police Chief Morin with the
cooperation and encouragement of the Fairfax Town Council.

R5:  Public officials assume the obligation of informing and leading their citizens
toward the changing paradigms of government that result in more cost-effective
government.

The Town of Fairfax provides updated information for its citizens on our Web site and through
the Town Manager's blog. We are in the process of installing the necessary equipment to
broadcast our meetings to allow for more participation by the public, more transparency and
better communication.



FAIRFAX TOWN COUNCIL BOARD/COMMITTEE ASSIGNMENTS

Bragman:

Hartwell-Herrero:

O’Neil:

Reed:

Weinsoff:

December 7, 2011

Affordable Housing Committee

Flood Zone 8 Advisory Board, Alternate

Marin Energy Authority

Marin Telecommunications Agency

MCCMC Joint Services Authority Oversight Committee

Measure “I” Oversight Committee

MERA Alternate (Chris Morin, representative)

Ross Valley Paramedic Authority (Frank Egger, Alternate)

Ross Valley Sanitary Consolidation Feasibility Study
Steering Committee (4-4-12)

Safe Routes to School Task Force, Alternate

TAM (Transportation Authority of Marin), Alternate

Tree Committee, Alternate

Zero Waste Committee

Affordable Housing Committee

Chamber of Commerce Liaison as Mayor

Citizens’ Disaster Council as Mayor

Cittaslow Committee

Community Development Block Grant Committee - HCDA
Finance Committee as Mayor

League of California Cities as Mayor

Marin Energy Authority, Alternate

Measure “I” Oversight Committee

Zero Waste Committee

Marin Telecommunications Agency, Alternate
Ross Valley Fire Authority, Alternate

Ross Valley School Board Liaison

Tree Committee

Youth Commission Liaison

Finance Committee as Vice Mayor

General Plan Implementation Committee
Local Currency Steering Committee
Measure K Oversight Committee

Ross Valley School Board Liaison, Alternate
Ross Valley Fire Authority

Safe Routes to School Task Force

TAM (Transportation Authority of Marin)

ABAG (Assoc of Bay Area Governments) Representative

Flood Zone 9 Advisory Board Representative

MCCMC Legislative Committee Representative (3/11/10)

Ross Valley Fire Authority

Ross Valley Sanitary Consolidation Feasibility Study
Steering Committee (Alternate} (4-4-12)



Report Title: PRE-SCHOOLERS LEARN TO SHARE —
CAN LOCAL GOVERNMENTS?

Report Date: May 29, 2012

Public Release Date: June 1, 2012

o
Response by: [own of gx’)@%x‘

FINDINGS

* [ (we) agree with the findings numbered:__ . Z,.f 4// _‘5; 6. 78

» | (we) disagree wholly or partially with the f‘lndings numbered: _/ and 7
(Attach a statement specifying any portions of the findings that are disputed; include an
explanation of the reasons therefor.)

RECOMMENDATIONS

en .
=  Recommendations numbered 4, , 3 ( %a_{r’éfe) have been implemented.
(Attach a summary describing the implemented actions.)

» Recommendations numbered__{ have not yet been
implemented, but will be implemented in the future. -

(Attach a timeframe for the implementation.)

= Recommendations numbered require further analysis.
(Attach an explanation and the scope and parameters of an analysis or study, and a
timeframe for the matter to be prepared for discussion by the officer or director of the
agency or department being investigated or reviewed, including the governing body of
the public agency when applicable. This timeframe shall not exceed six months from
the date of publication of the grand jury report.)

» Recommendations numbered will not be implemented
because they are not warranted or are not reasonable.
(Attach an explanation.)

Date: Signed:

Number of pages attached
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Marin County Civil Grand Jury

PRE-SCHOOLERS LEARN TO SHARE

— Can Local Governments?

SUMMARY
Who knows how many local government agencies exist in Marin County?

Certainly not the average citizen.

The Government section of the 2012 phone book lists the 11 towns and cities of Marin
County and the 30 or so main departments of the County government. Not listed is what the
Marin County Civil Grand Jury suspects are more than 50 special districts or Joint Powers
Authorities, not including 19 school districts. The County Tax Collector’s office does not
know how many special districts there are, although they do know they support 153 taxing
entities who add charges to our tax bills.

Certainly not the Local Agency Formation Commission.

Since this agency is charged with monitoring the boundaries and governmental organization
of cities and special districts in our county, the Jury thought they would have the definitive
list, but they have no jurisdiction over the county’s school dlStrICtS and their website lists
only a subset of the total number of entities:

11 Cities or Towns

County of Marin

6 Community Service Districts

8 Fire Protection Districts

3 Water Districts

11 Sanitary and Sanitation Districts

2 Public Utility Districts

3 Joint Power Agencies :

3 County-governed Special Districts (for transit, open space and flood controi), and
16 County Services Areas.

s & & & & & ® & 4 @

At the website lafco.marin.org, there is an 85-page 2011 Directory of Marin County
governmental agencies. The director of the Local Agency Formation Commission stated that
its list is not definitive and that it is nearly impossible to know all the special districts that
operate in Marin. While the agency has identified 30 independently governed special districts
in Marin, it also pointed out that there is State enabling legislation for 28 different kinds of
special districts. The Local Agency Formation Commission does not list special districts that
are governed by the boards or councils of municipalities or the County of Marin. It is not the
Local Agency Formation Commission’s charge, nor anyone else’s, to track this information.
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PRE-SCHOOLERS LEARN TO SHARE — CAN LOCAL GOVERNMENTS?

Certainly not the Marin County Civil Grand Jury.

The Jury has been both bewildered that no one knows how many government agencies there
are and shocked at the huge number of suspected governmental entities. No matter the exact
number, the Jury’s investigation points out that there are too many organizations, most with
staff, management and a board of directors, that offer the same public services. These public
entities must be financed, whether by property taxes, fees, parcel taxes, user rate schedules,
sales taxes or state monies. The bottom line is that alf of them are funded pnmanly by the
citizens of Marin County.

The number of government entities in Marin County has grown over the past 5
other more populous counties have simplified by forming one school dlstnct,
department and one police department, Marin County has allowed these ¢
proliferate. Although Marin County has its own history and needs, the ma
cost-effective public services should be universal. Do we need al] thes
Are Marin’s residents best served by such a fragmented and costl

In today’s environment when government is trying to do mor
seems like the obvious way to eliminate governmental duplies
Mencken wrote, “For every complex problem, there is on
neat.....and wrong”. The Jury has learned there are iphs

complete. Fortunately, while consolidation can b&
effective governance can be achieved by takif
this report focuses on the interim strateg
increasingly useful in these challengin

’ eps, over time. Consequently,
ment managers have found

gnsurance policies is a less threatening first
step in what may eventually begf ‘and, ultimately a merger or consolidation
once the benefits have been ve 4Bust between kcy players has been established.
Building relationships, whsther perse nal or orgamzatmnal is a step-by-step process. One

Sharing of services, personnel, equ

symuch more efficient governance and often reduced cost for cities and
! dy about the Twin Cities/San Anselmo Police Departments in this report
the half million dollars can be saved by cities who collaborate. On the other
or refusal to consider sharing services can result in unnecessary and even
increases for Marin residents. A Sausalito Fire Department/Southern Marin
tion District case study herein sheds light on this risk. Carried out thoughtfully,
rservices can allow governmg entities to realize significant cost savings while
maintaining or even improving the service levels expected by each community.

The Marin County Civil Grand Jury recommends that:

® The County immediately publishes on its website a list of all of the special districts and
Joint Powers Authorities and their contact information, to improve the public’s awareness
of and access to all those taxing entities.

June 1, 2012 Marin County Civil Grand Jury ‘Page 2 of 19



PRE-SCHOOLERS LEARN TO SHARE — CAN LOCAL GOVERNMENTS?

» City/Town Councils and the Marin County Board of Supervisors require annual reports
from their respective city managers or the County Administrator identifying opportunities
for sharing or consolidating services. )

* Every local governmental entity, when facing major capital expenditures (e.g., facilities,
equipment, vehicles, or computer systems) seek other entities to share the use and cost of
the items.

¢ All government officials make it a priority to identify institutional duplication within
their sphere of influence and bring leadership, vision and openness to new, more,cost-
effective alternatives. :

» Public officials assume the obligation of informing and ieading their citizengst "
changing paradlgms of government that resuit in more cost-effective gove

BACKGROUND

municipalities have all but merged along Highway 101, cre wCentered Corridor”,
as defined in the Marin County Generai Plan. Over time, , safety and

least fire, police, plannmg/zomng, parks/recreation, §j ] puiblic works/engineering
services. These services were provided by creating
formation of special districts or Joint Power 4

While most citizens are familiar with
special districts and JPA's. As defing
single-purpose units of govern '
districts handle fire protection,
services. The State Governg .
-agency of the state, formé, g, general law or a spec:al act, for the performance of
governmental or progEielar i jons, wn‘h lzmzted geographtc boundarles mcludmg but

.org website, special districts are usually
imon are school districts; other special
wastewater treatment, or combinations of

stricts are a form of local government governed by an
fally with five members from the areas served. They are

Gther governing bodies, two or more public agencies by agreement may jointly
iy power common to the contracting parties...a joint powers agreement provides
reation of an agency or entity that is separate from the parties fo the agreement and
is responsible Jor the administration of the agreement... ”? (California Government Code
Section 6500). JPAs are groups of public agencies working together to administer a shared
service over an area that exceeds their individual jurisdictional boundaries. They may add
another layer of government but they can streamline the provision of extraordinary services
such as light rail service. Typical Marin JPAs include the Central Marin Sanitation Agency,
Ross Valley Fire Service, and the Sewerage Agency of Southern Marin.
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PRE-SCHOOLERS LEARN TO SHARE —~ CAN LOCAL GOVERNMENTS?

COSTS OF GOVERNMENT ESCALATE WHILE REVENUES STAGNATE

Along with the growth in the number and types of Marin governmental entities, the costs of
governing have grown as well. Every government agency must deal with, at least:

Escalating pay scales

Increasing pension costs

Demands of organized labor

Sharp increases in the number of retirees
Bond and stock markets’ volatility

* Growing equipment replacement costs, and
» Aging infrastructure maintenance costs.

. Meanwhile, numerous forces have reduced property tax revenu
County depend upon:

* Since 1978, Proposition 13 has limited the increase i
2% per year, regardless of increasing market value, exceptswi ange of ownership or
after major construction. The pace of home saIe has slowed
dramatically in recent years. :

* The recession has led to an overall dampegi
taxes, which reduces revenues.

e The County allows a homeowner wh& Ket value has diminished to petltlon

dowt home’s value.

» The County and cities also obtaifireveitye Tipg permit fees for new devclopment and

a seemingly impossible goal: to continue to provide services

Sapfé time, the economic downturn has increased the need for

i lly welfare-related services. Confronted with this dilemma, necessary

féns have been implemented in most cities, placing added demands on
i kforce. Some cities such as Vallejo, California, have been forced to declare

%avoid untenable fiscal obligations. Cost saving measures have been the

All levels of gog
with less reyenue’

Sune budgetary dilemma is shared by special districts and JPAs, although to a lesser
extent. Revenue sources for these entities are not exclusively tied to property taxes. In
addition to taxes, most rely on user fees collected from their constituents for the service
provided. These entities control their rate structure and the County applies their user fee to
our tax bills. With few limitations or requirements, the special districts and JPAs can decide
to increase their rates. Nonetheless, special districts and JPAs do struggle with rising costs for
personnel, equipment, etc., and they have to balance assessing higher rates with public
tolerance for such increases. They too need cost saving strategies.
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PRE-SCHOOLERS LEARN TO SHARE — CAN LOCAL GOVERNMENTS?

SHARING SERVICES: ACHIEVING ECONOMIES OF SCALE

One of the most promising strategies for governmental cost savings, sharing services, is the
subject of this report. Sharing services involves an evaluation by two or more governing
bodies of their common needs, goals and ways to jointly economize on service provision.

' This may involve sharing equipment, personnel and/or workplaces and more. Sharing may be
best accomphshed on a step-by-step basis, beginning informally or with a Memorandum of
Understanding', and without wholesale changes or overhauls of any department. It can be
initiated on a trial basis and tailored over time to meet the changmg needs of each ofghe
Jjurisdictions involved.

Sharing is a less threatening first step in what may eventually become a partnefs
ultimately, a merger or consolidation once the benefits have been verified gnd t

and serious dating are the accepted steps to our formal unjons. Buildi
whether personal or organizational, is a step-by- step process.
report is to define those steps and how to recogmze when they
successfully undertaken.

of this

sharing of services.
and even exorbitant

This report looks at both the obstacles and the opportunitie
Fallmg or refusing to con51der sharing scrvwes can Igsy

governmental agencies to realize 51gn1ﬁcant costst
improving service levels expected by each cofig

METHODOLOGY

There is a wealth of literature ¢
think tanks, public admini

ganization of local governments. Public policy .
of universities, and government entities

‘orkPand California.” The Jury then concentrated on
mental entities in Marin County.

gency Formation Commission (“LAFCO”) to understand the
practice of “consolidation” and “annexation”. The Jury learned ways
can share services and reviewed successes and failures to do so. The Jury
anagers of several county and city agencies to learn what their problems

1. A metorandum of understanding (MOU) is a document describing a bilateral or multilateral agreement between
parties. It expresses a convergence of will between the parties, indicating an intended common line of action. It is often
used in cases where parties either do not imply a legal commitment or in situations where the parties cannot create a
legally enforceable agreement. It is & more formal alternative to a gentlemen's agreement.

* New Jersey Government Consolidation and Shared Services Final Report, December, 2006; 21 Century
Local Government, Report of the New York State Commission on Local Government Efficiency &
Competitiveness, April 2008; State of California Growth Within Bounds, Report of the Commission on
Local governance for the 21" Century, January 2000
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PRE-SCHOOLERS LEARN TO SHARE — CAN LOCAL GOVERNMENTS?

have been and where they see opportunities. The Jury performed archival research regarding
regulations governing consolidation. In addition, the Jury tracked ongoing, unresolved efforts
of Marin County agencies to either consolidate or share services.

DISCUSSION

When budgetary crises arise, cities, counties, special districts and JPAs face hard chmces
‘They must raise taxes or levy fees, eliminate or reduce services, reduce their wor,
face bankruptcy. Since the 2008 recession, most government agencies have cut,

services with other jurisdictions. “FEasier said than done.”

OBSTACLES TO THE SHARING OF COSTS AND SERVIG

The obstacles to sharing services and/or ccmsohdatlon are reald
employment issues; good government “mission” issues; j i
differing institutional cultural issues, and, perhaps the blg
funding sources and differing ﬁscal health Following

for governance.

Employment Contracts

Government employees are ranked withy
every phase of employment: their séig
suspension, discharge and retire;
stipulations are combined with 5
those in the State Gove
adjustments, workload

gr &

Litle 3)or things like wages, cost of living
gity/promotion, health, safety and retirement
p periodically re-negotiate these standards with the

even further, personnel cuts loom after the more obvious cutbacks have
‘an obstacle, such as two mid-career city fire chiefs, can become an

ften
pugh attrition. For example, the managers of two separate departments
ame service might not want to merge if it would cost one of the managers
. However, if one of those managers were to retire or move on, role-sharing
cities or the merger of two departments could be much easier.

Maintaining the Mission

-Good government or “mission” issues stem from the expectations of decision-makers and
citizens. The mission or charter of each city is based on State Government Code that creates a
city and invests it with the obligation to look after the health, safety and general welfare of its
citizens. “Health, safety and general welfare” can and has been interpreted in a wide variety
of ways by the County Board of Supervisors, city councils and citizens themselves. For
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PRE-SCHOQLERS LEARN TO SHARE - CAN LOCAL GOVERNMENTS?

example, one police force may use catching a speeding teenager as a teachable opportunity
(for the offender); another department may stress ticketing as the best way to modify offender
behavior. Differing service emphases often depend upon the unique needs and nature of the
locality. For example, in Sausalito marine health and safety issues in Richardson Bay are a
priority but police and fire staff in Fairfax have different needs.

Some expectations about the scope of government are historical. Many citizens want to be
assisted by police cars bearing their city logo because they have been able to rely on that
support in the past. Cities and, by extension, special districts and JPAs, as a rule ar geluctant
to relinquish control over the services and facilities serving their citizens. Citizens@ft
key decision-makers accountable for their welfare. Public decision-makers do g
taken to task at public meetings for matters they do not directly control. S
reluctant to ask or expect a nelghbormg city to look aﬁer them. Oniy when

funds, have cities sought to Jomtly solve their problems.

Local Control

Some expectations are emotional. Big government is categf
categorically revered. Some citizens find that havmg the
comforting; it makes them feel important. Some couyfier
the wisdom to decide how municipal services sha
- districts epitomize this preference. However
people change in long~standmg practices egua

for some.

Some expectations are personal Ohsi %gswho have contributed to their communities
and enjoyed years in the publi {

201 Bind the water flows. On Thursday, the garbage gets collected. When it gets
lights come on.” (The Little Hoover Commission report entitled “Special

€s of the Past or Resources for the Future?”, Report #155, May 2000) The

al of every governmental entity is to maintain or improve those levels of service.

Despitg the obstacles outlined above, this mandate has prompted consideration of more

creative, cost-effective ways of delivering services.

Since 1912, when Marin Municipal Water District began acquiring and incorporating into its
system 26 small private water companies, there have been a series of successful mergers,

consolidations and various contractual arrangements for sharing services. Most of them were
not one-step, wholesale mergers. The list below demonstrates that despite how hard it can be
for autonomous governments to relinquish absolute control, sharing is possible. Granted that
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PRE-SCHOOLERS LEARN TO SHARE — CAN LLOCAL GOVERNMENTS?

great effort went into the arrangements shown below, the Marin County Civil Grand Jury
believes that the list represents the low-hanging fruit; many more opportunities exist.

Each effort listed has to some degree reduced redundancies, improved service capacity,
unified authority, increased flexibility in staffing, enhanced coordination and/or reduced
costs. Cost savings have included substantial reductions in: special tax rates for residential
and commercial users, retirement costs, workers’ compensation insurance costs, fire/liability
insurance costs, management personnel and/or duplicated equipment.

1979: The Sewerage Agency of Southern Marin (“SASM™) was formed as a JPA tgffombine
the wastewater collection, treatment, water reclamation and disposal needs for '
Tamalpais Community Services District, Almonte Sanitary District, Alto San
Homestead Valley Sanitary District and Richardson Bay Sanitary District. ¢

Authority policy.
1982: The creation of the Ross Valley Fire Authority led

the Ross Valley Fire Department in an effort to imp
- reducing the cost of providing service. Its board igcly

1999: The Southern Marin Fire Protection Digri
County Board of Supervisors as an indep i1 I
Fire Protection District and the Tamal pn District. The fire district

2005: Annexation of the City o
responsibility for sewage ¢

Protection Distrigt
Sausalito.

2009: The County undertook a Long-Term Restructuring Plan (dated January 2010) to
address serious, growing budget shortfalls through (among other things) consolidating
government services. Since then, the County Mediation Service Program was eliminated and
its services were transferred to the District Attorney’s Office, at a savings of about $186, 000.
The County Coroner and the Sheriff’s Office were also combined, with a $400,000 annual
cost savings. .
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PRE-SCHOOLERS LEARN T0O SHARE — CAN LOCAL GOVERNMENTS?

2011-2012: Merger discussions were held between the Ross Fire Department (serving Ross)
and the Ross Valley Fire Protection Department (serving San Anselmo, Fairfax and the
Sleepy Hollow neighborhood) to improve staffing of fire trucks and for cost savings to San

- Anselmo of $20,000-100,000 per year. This agreement to merge was reached in May 2012.

2012: A new Twin Cities Police Station opens to provide full police services for Larkspur
and Corte Madera. The station serves as the communications center for San Anselmo as well.

February 2012: Joint Powers Agreement approved for job-sharing between Corte Madera
and the Southern Marin Fire Protection District. Estimated savings are $135,000 fot
Madera and $60,000 for the District.

There are other concerted efforts underway in some sectors. Three proposal
offing:

2011«2012 The City of Sausalito and LAFCO Boards voted to en S

2012: LAFCO voted to initiate proceedmgs to merge the
and Richardson Bay sanitary districts that would realiZe

year) .

Also, in March 2011, the Marin
county-wide Efficiency and E
Darwin quote: “If is not the str
but the one most respongj

orce that begins with this Charles
gapecies that survive, nor the most intelligent,

ess, they supported more on-going collaborative efforts
d recommended this approach:

At one’end of the continuum is complete consolidation, annexation or a merger of
departments. At the other end of the continuum is a simple act such as a fire department and a
public works department agreeing to jointly own a bulldozer. Neither department needs one
often but, in certain circumstances, it is the essential tool. In between, there are numerous
mid-way solutions as evidenced from the examples above and the case studies that follow. As
contrasted below, consolidations or mergers tend to be permanent whereas the simpler acts of
jointly using resources can be based on a contractual agreement between two departments,
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PRE-SCHOOLERS LEARN TO SHARE - CAN LOCAL GOVERNMENTS?

overseen by the cities’ administrators. Once adopted, they usually have built-in time horizons
and escape clauses.

Formal annexation changes a jurisdiction’s geographic territory, and therefore, its scope of
governance. Formal consolidation changes the scope of governance. Both involve complex
and different sets of public approval mechanisms overseen by the LAFCO. The role of
LAFCO is “discouraging urban sprawl, preserving open-space and prime agricultural lands,
efficiently providing government services, and encouraging the orderly formation and
development of local agencies based upon local conditions and circumstances” (California
Government Code Section 56300). Pursuant to Sections 56300 et seq., LAFCO m
respond to or initiate a proposed annexation or consolidation. The state has de

ordinance which would allow its city voters to pass sole Judgment on gfd
proceedings.

Consolidation and annexation proposals require the support of iy itz beies involved

proposed annexation of the Sausalito Fire Departm - b Marin Fire Protection
District illustrates some of the complexities of sug B

In contrast, sharing or cooperation is simpler.$
cooperate for a service such as police projg®
more cost effective joint purchase of r_‘

giid renewed as often as once a year.
Gduced once the two poixce forces get

clearly understood. Alsos ! nderstanding of the strengths and needs of one’s
counterpart allows fogin g CiSlOI’lS about sharing.

ce for the 21% Century: “Calzforma agencies and institutions generally are
sward extreme or precipitous change’ when it comes to any sort of
n. That sald the sheer number of duplicate government entmes prov1dmg smular

sharm As shown in the case studies below, government officials at all levels need to first
identify institutional duplication and then bring leadership, vision, creativity and openness to
new alternatives for sharing services.

*State of California, Growth Within Bounds, Report of the Commission on Local Governance for the 21%
Century, page 7.
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PRE-SCHOOLERS LEARN TO SHARE - CAN LOCAL GOVERNMENTS?

While other governmental bodies in Marin County also have experience with cooperative
efforts, the report focuses on just three examples. The fire or police departments examined
represent distinct efforts to consolidate entities, share services, or share a department. The
case studies show similar but unique problems, with different but similar solutions. All the
examples are driven by the governments’ common challenge of doing more with less.

One case study deals with the difficult process of formal annexation. Another study shows
how taking many small steps with multiple other agencies made sustaining a high level of
service possible on a reduced budget. The third demonstrates how sharing personneland
facilities improved services for both departments and reduced cost for all parties.

Southern Marin Fire Protection District Annexation of Sausalito Fire Dep
Local Control vs. Cost Savings

Discussion of this formal annexation started over seven years ago. O
Southern Marin Fire Protection District (SMFPD), which covers Bz
Homestead Valley, Strawberry, Fort Baker and part of Tiburo "

Department.

&hd provide mutual
assistance. They now see each other as complementg?
this year is the formal annexation of the Sausalitg

Clarifying the Funding Sources

Central to this annexation proposal is & is¥igcally sound for SMFPD and Sausalito to
allow the annexation to occur. The § '
differently. As a special district, the
structures within the geographi
from its general fund.

the fire services anng
opposition to a ng

its current contract with SMFPD. By contrast, under the
e new cost for service would only require about 45% of their
geame obwous that by continuing to use the general fund to ﬁnance the

ative would be for Sausalito to re-create its own independent fire department.
*Consultants brought in by both the City of Sausalito and the SMFPD pointed
Zconstituting a fully staffed and equipped department with no support from the

B would cost the city $1.4 million more annually. The additional monies would have
to come from either cutting existing services or establishing a new $400 a year parcel tax on
Sausalito’s citizens.

. Momentum Stopped by the Fear of Losing Local Control

Three years ago, during hearings before the Sausalito City Council and the SMFPD board,
the vice president of the SMFPD board stated that continuing with the current arrangement
would not be an option because they believed that Sausalito had not been paying its fair share
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PRE-SCHOOLERS LEARN TO SHARE — CAN LOCAL GOVERNMENTS?

for services rendered. At that time, the consulting firm told city officials that, given the
choice between starting their own fire department and annexation to the SMFPD, the merger
would be the better financial choice. In July 2011, the SMFPD board stated in a letter to-
Sausalito officials that they would be willing to support the annexation but if the process
fails, “the district is not interested in continuing a contract for service, nor are we interested
in entering into a Joint Powers Agreement of any type”.

In September, 2011, the Sausalito City Council approved the annexation by a 3-2 vote. In

December 2011, the seven member board of LAFCO unanimously approved the anggxation.
‘Both the City and LAFCO noted that, with annexation, Sausalito taxpayers’ obliga§
fire protection would drop from 55% to 45% of their tax bills. The firefighters gt
welcomed the official merger as the next logical step \

they believed had not been thoroughly vetted. A spokes
that there are other alternatives to annexation or restarting 3 @department, although

Fueled by pliblicly expressed concern on the part®
concerned citizens of the City of Sausalito ex®ci
proposed annexation, in June 2012. If it

gathered 94 more than the 1,276 signatu o 1nsure that this decision will be made
i pay between $7,600 and $12,700 to

place the issue on the June 5, 2€
local control and, after seve > the outcome will be decided by the voters of

Ay to pay the price for local control.

This process exists
established govegs
implements prd
“hostile takgp

atg government places a high value on the autohomy of
t is with purpose that the state created LAFCO which

e learned from this Sausalito tale is that building a sound fiscal
.1t is equally 1mportant to bl]l]d a consensus among all partles

and Justlﬁcatlon If the staff or management of the departments
governing boards involved, or the public can ask “Why didn’t anyone tell me
it proposed change then becomes a political football.

Not only are there 13 fire agencies in Marin County, there are four types of fire agencies:
municipal, special district, joint power authorities and county. Most fire departments began
as volunteer organizations. As cities grew, they formed their own municipal departments.
Where there was no town yet established, a (special) fire district was formed to take care of a
specific local area. Some small adjacent communities likewise created a joint powers
authority to meet their mutual needs. For all other umncorporated areas, the County of Marin
retains the respon51b111ty for fire service.
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It has been said that, in the NIMBY (Not In My Back Yard) world of Marin, the two most
difficult political decisions to make are: to open a new fire station or to close an old fire
station. Behind this claim lie the obstacles that have crushed many a consolidation effort.
Since 1980, hardly a year has gone by without a fire agency doing an internal evaluation or
seeking an outside study on the feasibility of consolidating with a neighboring agency.

The operational concerns of having distinct agencies came into clear focus with the Oakland
Hills fire of 1991. Trucks from outside agencies rolled in for mutual assistance, but
dlSCOVCer their pumps did not hook up to the hydrants Some of the responding firgg

better trained at urban blazes than the wild fire they were facing.

In 1980, Larkspur and the 12 other fire agencies in Marin were separatg
There were 13 separate fire dispatch systems. Each agency had to pro
battalion chief 24/7. Ongoing training fell to individual departmengs.

own purchasing. All they shared was the belief that “we can taf 2

into the hard realities of local budget constraints.

Not for Lack of Trying

Since 1980, budget constralnts and operatlonal c

ot b&feadily reconciled. When Larkspur was forced

gJate 1990°s, it once again looked into merging with

Jity. Why would Ross, a town that was doing fine
Barkspur, a fiscally struggling city?

A% there are two dispatch systems. Larkspur participates in one system with 10 other
My agencies located along Highway 101 and the Sir Francis Drake Boulevard corridor.
The other dispatch system operates out of the Marin County Civic Center. The southern
Marin regional dispatch system has reduced redundant personnel costs and increased
service levels. It began as mutual aid dispatch and has become a more robust system
called “Automatic Aid”. The computer system tracks where all agencies’ emergency
equipment and personnel are at any given time. When a call comes in, the agencies act as
one to provide an emergency response. With Automatic Aid, resources from other
agencies are automatically dispatched along with local services. For example, if there is a

June 1, 2012 Marin County Civil Grand Jury _ . Page 13 0f19



PRE-SCHOOLERS LEARN TO SHARE — CAN LOCAL GOVERNMENTS?

LarRSpur call and a Larkspur truck is being used in a training exercise, a Corte Madera
unit is dispatched.
¢ Seventy percent (70%) of the 1,500 emergency calls a year to which the Larkspur Fire
Department responds are for medical rescue. In 1980, the Ross Valley Paramedic
Authority ("RVPA™), an eight-agency coalition that includes Larkspur, was formed to
share paramedical resources. In addition, through a JPA, Larkspur shares the Corte
Madera ambulance to provide the fastest response capability within pre-identified areas
of Larkspur.
s A Battalion Chief is necessary to provide 24/7 operational supervision. To savg
costs, Larkspur by contract shares the cost and services of the San Rafael bg
at a fraction of the cost of staffing a full time position itself.
¢ The Central Marin Training Consortium (“CMTC”) was jointly develofie
few years by Kentfield, San Rafael and Larkspur to reduce ongoings
cooperation has not only increased the quality of training but has
mutual aid is seamless.
» Taking a lesson from the Oakland Hills fire, a working cogfni

fersonnel

Bay Regional
and equipment
such as air packs and fire hoses. Costs are reduced thf R ases and

equipment is standardized so that it is interchan

A good example is the countywide Mobile Ditg Fgrmina] Coalition. This group of Marin
fire professionals has been responsible fofithe ir ogFof mobi '
enables information to be shared am

e The Larkspur Fire Department fung 1
provides the high level of servig ve come to expect. With a mix of

i Department management has made this

with other agencies.

Savings
To the best of th

fthgfon that merger, the Twin Cities Police Authority has begun to
Anselmo Pohce Department as weli Like all polxce departrnents,

, the Twin Cities Police Authority and the San Anselmo Police Department found
Py mix of necessity meeting opportunity at just the right time. The results have been
robust and measurable. By sharing services and personnel, both departments have improved
response time, maintained local service priorities and contained or reduced costs.

While recognizing that not every set of neighboring police departments has the same
circumstances, the sharing of policing services by these two agencies is a useful example of
what can be done when the time and opportunity are right. This did not occur all at once.
Through years of thoughtful communication, a series of incremental and cautious steps were
taken. In addition, the Twin Cities Police Authority seized new funding opportunities, for
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example, applying for and receiving a federal grant expressly designated for regional
approaches to governing. These grant funds were used to purchase the computer equipment
- for their new dispatch center.

A New Police Station

The Twin Cities Police Authority (“TCPA™) had long since outgrown its police station in
Larkspur. Finally, in November of 2008, the Larkspur and Corte Madera voters approved a
bond to build a new state-of-the-art famllty Over the previous years, the San Anseligo Police
Department (“SAPD”) and the TCPA had discussed an informal shared approach ¥ ici
and had coilaborated under scveral contracts. The new bu1ldmg prcgect offere

departments In turn, the TCPA would share their detectives with the S
acceptance of this proposal was that, during the planning stage, the ¢

The buy-in they received from the sworn officers of each depag [y 21 to the trial’s
success.

anticipated, many of the processes and systems werg
employees of both departments were cross traineg work for either TCPA or
SAPD. With only one center to staff, SAPD rgco uld reduce their staff from
four to three, while TCPA could go from ] A ly this reduction could be

e savings were achieved by

ore personnel available than either

er required only one division captain and

uphcated Dispatch

reducing the need for overtime since n
department had before. Additionallé

was chosen to be the proj§cts aij on the new TCPA dispatch center. Benefitting from
advances in technolog
pped vehicles, the new command center tracks and directs
tsonnel and equipment. This regional solution justified the
hase the computer equipment for their dispatch center.

In th@§an Anselmo MOU, the S8an Anselmo City Council approved combining the SAPD
and TCPA support services divisions into one division. The reorganization enables the two
entities to share services and costs in the following ways:

e Relocate the dispatch center to TCPA’s new center.
e Share the cost of a division captain and a dispatch supervisor.

o Relocate evidence to the new TCPA facility’s evidence department.
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e SAPD/TCPA commuriity service officers would work together as evidence and crime
scene investigation technicians.

* Combine the TCPA sergeant and three detectives with the two SAPD detectives. Both
departments improved their detective capability at no additional cost.

e Pool the reserve police officer units of both organizations enabling them to work patrol
shifts for both agencies to minimize overtime cost.

The fiscal impact for San Anselmo as listed in its MOU is:

* $51,619 saved by sharing the employee cost associated with one police cap
dispatch supervisor.

attrmon over 12-24 months.

» $25,000 saved over ten years in equipment and ancillary cost
the dispatch center.

e $50,000 saved in projected annual overtime costs.

For their part, the TCPA submitted a similar MOU to th
Councils in July, 2011. Outlining the same proposc
their MOU annual savings at $282,177:

e $61,177 saved from sharing the employec® ; M one dispatch supervisor.

o $112,000 saved by sharing the emp st agsogiated with one support service captain.

e 340,000 saved by reducingd | he CPA dispatcher from five to four.

» $10,000 cost (approxi
lieutenant position.

iépts are saving szgmﬁcant dollars while offering 1mprovcd response
ational control and dispatch, more robust detective capabilities and more

F1:  There is no single source that can confirm the total number of government entities
that exist in Marin County. Even without an exact count, with over 30 departments in County
government, 11 municipalities, 19 school districts and countless specials districts and JPAs,
there are ample opportunities for sharing services, cooperation, collaboration or
consolidation.

F2: When it comes to defining the role of government entities, human nature and state
law favor the status quo. There are no easy mergers.
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F3:  The successful examples of shared services are the result of proactive, bottomuup
rather than top-down efforts by government employees to identify and evaiuate services that
.can be shared.

F4: It is sometimes easier to ﬁnd the financial justification for sharing services than to
find the political wili to do it.

F5:  The various ways of sharing services can result in a wide spectrum of benefits from
maintaining services with a reduced budget, to improving service with the same budget, or
improving services and saving money. All are worth the effort.

F6:  The case studies suggest that each situation is unique, and each arrang

F7:  Certain conditions dictate when an alliance will work. Sharing servi
feasible when some or all of the following conditions exist:

» Buy-in has been agreed to at the staff level, so-that mutual respe
* Governing boards or councils are proactively involved in

» Management positions open up due to retirement or atf SO onsolidation will
not cost a leader a job

¢ Construction or remodeling of aﬁy governmegt

e Two or more entities are confronted with%g
dispatch center, so the costs and effi

e Incremental or small steps, such asBgo & be taken on a contractual, trial basis.

F8:  Rather than bringing in
can often agree upon some ided in evaluatmg and measurmg their results.

F9:

uthorities and their contact information, to improve the public’s
d access to all of those taxing entities.

R3:  Every local governmental entity, when facing major capital expenditures (e.g., new
facilities, equipment, vehicles, or computer systems) seek out other entities to share the use
and costs of the items.

R4:  All government officials make it a priority to identify institutional duplication within
their sphere of influence and then bring leadership, vision and openness to new, more cost-
effective alternatives.
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R5:  Public officials assume the obligation of informing and leading their citizens toward
the changing paradigms of government that result in more cost-effective government.

R6:  The Marin County Board of Supervisors requests that LAFCO presents a report to
them in November of each year (during budget preparation season) that (a) itemizes the
mergers, consolidations and additional MOU’s for shared services enacted the previous year
within the County and (b) suggests other opportunities for cooperative governance.

REQUEST FOR RESPONSES

Pursuant to Penal Code Section 933 05, the Grand Jury requests responses §
governing body:

¢ The Marin County Board of Supervisors: .R1, R3, R4, R6

¢ All Marin City Councils: City of Belvedere, Town of Co
City of Larkspur, City of Mill Valley, City of Novato gF

¢ Independently Governed Special Dj; 21 Marin Keys Community Services
District, Marin City Community i
District, Muir Beach Commuyipi

District, Tomales Village Cogmty wices District, Bolinas Fire Protection District,
Novato Fire Protectio ' ywSleepy Hollow Fire Protection District, Southern Marin
Fire Protection Distr ‘ Rach Fire Protection District, Tiburon Fire Protection
District, Marin My ter District, North Marin Water District, Stinson Beach
County Wate {€ Sanitary District, Alto Sanitary District, Homestead
Valley Sanij ovato Sanitary District, Richardson Bay Sanitary District, San

2 oss Valley Sanitary District #1, Corte Madera Sanitary
to-Marm City Samtary DIStFlCt leuron Sanltary Dlstrlct Bolinas

ng body must be conducted in accordance with Penal Code Section 933 (c) and
e notice, agenda and open meeting requirements of the Ralph M. Brown Act.

Callfomla Penal Code Section 933 (c) states that “...the governing body of the public agency
shall comment to the presiding judge on the fi ndmgs and recommendations pertaining to
maiters under the control of the governing body.” Further, the Ralph M. Brown Act requires
that any action of a public entity governing board occur only at a noticed and agendized
public meeting.
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Reports issued by the Civil Grand Jury do not identify individuals interviewed. Penal Code Section 929 requires that
reports of the Grand Jury not contain the name of any person, or facts leading to the identity of any person who
provides information to the Civil Grand Jury. The California State Legislature has stated that it intends the provisions
of Penal Code Section 929 prohibiting disclosure of witness identities to encourage firll candor in testimony in Civil
Grand Jury investigations by protecting the privacy and confidentiality of those who participate in any Civil Grand

Jury.
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