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SUMMARY



SUMMARY

The Central Marin Sanitation Agency Commissioners asked that a report be prepared on
consolidation of CMSA and its members; Sanitary District No. 1, San Rafael Saltation
District and Sanitary District No. 2. SD #1 includes the fourth member, the Town of
Larkspur. The report was to determine if it appeared that consolidation would be
beneficial for the residents of Central Marin and whether a detailed consolidation study
should be initiated.

The data furnished by the members was reviewed with the commissioners at their monthly
meetings for five months and direction given on the study. The data has not been audited
and is to be considered as representative of the district.

This preliminary study indicates that most of the goals of LAFCO for a consolidation can
be met and the same service can be provided to the rate payers at a lessor cost. In some
areas a higher level of service can be provided, but this may cost more than the current
rate.

The agencies could consolidate with the existing staffing, continue to contract out for the
services that are currently contracted out, add "in-house" staff to perform those contracted
services when it would be less costly to do so. This would maintain the same level of
service.

To assure that an existing district pay its fair share improvement districts could be
established with the same boundaries as the existing districts and separate fees charged.
The sewer systems within each improvement district could be improved as necessary to
meet common criteria of service. When all the sewers are in a similar condition and all
require the same level of maintenance, the income required from each improvement district
could be equalized. It may be necessary to have different fees because the income would
be offset by the varying tax revenue from each improvement district.

A major concern of any consolidation is employee benefits, particularly retirement. A
review of other consolidated agencies indicates that they negotiate or set one benefit
package for all employees, including retirement. The existing systems are similar. A
detail comparison of the retirement benefits for every employee could be made and a
common system negotiated. No employee would lose benefits he/she has already earned.

The data indicate that consolidation of CMSA and its members would be beneficial for the
rate payers of Central Marin and a detailed study should be initiated.



| BACKGROUND AND OVERVIEW
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BACKGROUND AND OVERVIEW |

The Central Marin Sanitation Agency was formed in 1979 as a Joint Powers Agency
(JPA) in accordance with Article 1, Chapter 5, Division 7, Title 1 of the Government
Code. The Agency was formed by an agreement among Sanitary District No. 1 of
Marin County (SD #1), San Rafael Sanitation District (SRSD), Sanitary District of Marin
County (SD #2), and the City of Larkspur. The Agency was formed to plan for and
construct a wastewater treatment facility and to treat and dispose of the members’
wastewater. The Agency started operating the wastewater treatment plant on
January 14, 1985.

The resolutions that were adopted by the member agencies stated that “....... the
agencies would consolidate if feasible”. The Agency had Bartle Wells Associates do
a consolidation alternative study in 1983 and a supplement in January 1984. That
study concluded that a full-scale consolidation or merger would not result in a major
cost savings for wastewater operations. However, additional special contractual
services by CMSA would likely result in some cost savings and a higher standard of
collection system preventive maintenance.

The JPA allows CMSA to provide additional cooperative services on an as-requested
basis to the member agencies. CMSA employs a number of experts whose services
could be made available at a reasonable cost to member agencies on request. These
services which CMSA could provide via contract include:

pump and pump station maintenance and repairs
emergency 24-hour service crews

collection system repairs
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The only service which CMSA does provide is pump station maintenance for Sanitary
District No. 2.

The member agencies of CMSA:

Sanitary District No. 1 of Marin County (Ross Valley Sanitary District): The district was

formed under the Sanitary District Act in 1894. The district currently provides sewer
collection, pumping and system maintenance, and regulates garbage rates in the
unincorporated areas of Kentfield. [t has 180 miles of sewers and 20 pump stations
and is governed by a five member board of directors directly electedd by the
constituents.



San Rafael Sanitation District is a dependent district formed under the Sanitation

District Act. It provides pump station and collection system maintenance of gravity
lines for over one-half of the City of San Rafael and some unincorporated areas. It has
a three-member board of directors consisting of two San Rafael City Council members
and one County Supervisor. The district has 158 miles of gravity lines and 29 pump
stations. The district transports the sewage to the CMSA.

Sanitary District No. 2 of Marin County was formed in 1901 and became a subsidiary
district of the Town of Corte Madera in 1969. The Corte Madera Town Council serves

as its board of directors. The district provides sewage collection and system
maintenance, transmitting the sewage to Sanitary District No. 1, which transports it
to CMSA for treatment. The district has 40 miles of collection system and 16 pump
stations.

The City of Larkspur was incorporated in 1908. The City annexed its sewer system
to Sanitary District No. 1 in 1993 so it no longer maintains any sewer facilities. Itis
a member of the CMSA and has a representative on that agency’s commission.

CMSA Commission: CMSA is governed by a commission of six people. Its
commissioners are appointed by its members. Sanitary District No. 1 appoints two,
San Rafael Sanitation District appoints two, Sanitary District No. 2 appoints one, and
Larkspur appoints one. These commissioners may be elected representatives of the
governing boards of the members or residents from within the members’ district
boundaries. The members also appoint alternates who may sit when the regular
member is unable to attend a meeting.

The CMSA commissioners have periodically discussed the possibility of consolidating
all the agencies into one. In recent years there has been a movement at the state level
to consolidate like agencies to “reduce government”. The local agency formation
commissions were recently given the authority to initiate consolidation of like agencies.
In some areas of the state the local LAFCOs are initiating consolidation.

There has also been a move to finance other local governments by transferring the
reserves from special districts to schools and other districts for financing. Similar bills
have shown up in other fiscal years, however, none has been included in the final
budget. However, this is a threat in the future.

The California Constitution Revision Commission was formed in 1994 and held
workshops throughout the state on State and Local Government. It's preliminary
recommendations include the formation of community charters in each county which
will be directed to reduce local government organizations by at least ten percent.

SD #1 and Larkspur entered into an agreement which provided that the City of
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Larkspur would appoint as its representative to CMSA a member of the SD #1 board
when such a member was within the City’s boundaries. In January 1995 Larkspur
appointed a member of the SD #1 board to the CMSA commission. This renewed the
discussion of consolidation among the commissioners. Accordingly, the commissions
decided to review consolidation to determine if consolidation were feasible at this time.

The goals of the report are to determine if the goals of the Marin LAFCO for a local
government study can be met. Those goals are:

“To provide to the citizens of Marin the most efficient delivery of local
government services, to analyze local government service providers for
the purpose of developing methods to achieve the following goals: (a)
enhance level of services, (b) increase efficiency of service delivery, (c)
provide service personnel stability, (d) increase interagency cooperation,
(e) reduce duplication of services, (f) eliminate multiple layers of
government, (g) improve agency accountability, and (h) encourage
multipurpose agencies.”

The commission also wishes to assure that the assets of the members benefit those
who acquired them.

This report is to help the commission examine the issues and determine if detailed
studies on consolidation should be initiated.

4 A\CONSOLID\FINALRPTABACKGROU.WPD 4/4/96



MEMBER AGENCIES

Provides a comparison of the member agencies



LEVEL OF SERVICE
Collection Systems

Ross Valley Sanitation District (SD#1)

San Rafael Sanitation District
Sanitary District # 2 (Corte Madera)

Services to Constituents

Service Call Responses

A

SD #1

Service backups, odor complaints, groundwater source identification and a variety
of other service calls come in from customers. Available every day, 24 hours a day.
Crews are dispatched to these calls with a target response time of less than 45
minutes.

SRSD
Same. Response call target 15 minutes day, less than 1 hour non-working hours.

SD #2
Same as SD # 1 (except must call Roto Rooter where can’t get hydro on top of
hifl)

SD #1

The District is an Underground Service Alert (USA) member. This means that we
are continually identifying and marking the location of our main lines for other
utilities and contractors working in our service area.

SRSD
Not a member - mark force mains only.

SD #2
Not a member - mark force mains only.

SD #1
When another utility or contractor hits one of our lines during an excavation, our
repair crew will respond (usually within an hour) to repair the line.

SRSD
Same as SD #1

SD #2
Staff responds - only contract for repair.



Main Line Preventive Maintenance

A

SD# 1 ,
Line maintenance crews clean all of the District's 200 miles of sewer mains every
2 to 3 years. '

SRSD
Same as SD #1.

SD #2
Goal is to clean every year. All lines cleaned at least every 2 years.

SD #1 .
Line maintenance crews clean the District's "Trouble spot" main lines at the
appropriate 1 to 12 month interval.

SRSD
Crew cleans " trouble spots" at least every vear.

SD #2
Crew cleans "trouble spots" every 3 months.
SD #1

Line maintenance crews identify any system defects encountered and generate
work orders to the repair crew or inspectors to prioritize for repair.

SRSD
Staff identifies and consultant prioritizes.

SD #2
Same as SD #1

Main Line and Manhole Rehabilitation

SD #1
All known system defects are prioritized for repair by either the District’s repair
crew, or an outside contractor, depending upon scope and urgency of job.

SRSD
Same as SD #1

SD #2
District and consultant prioritize, contractor repair.



Pump Station Preventative Maintenance and Repair

A

SD #1 ,

The District's pump station crew performs the manufactures’ recommended
preventative maintenance on all of the District's pump- station and force main
equipment.

SRSD
Same as SD #1. (two person crew in summer - three people in winter).

SD #2
District contracts with CMSA. CMSA does same as SD #1 and performs most of
repair.

SD #1
The crew also performs routine repairs, and oversees mechanical contractors
working on that equipment.

SRSD
Crew does p. m. Most repair is _contracted out to_mechanical, electrical and

instrumentation contractors.

SD #2
CMSA does most of the work by contract.

Capital Improvement Project Management

A

SD #1
The district has an ongoing Capital Improvement Program that spends $.5 million
to $1 million annually on pump station rehabilitation and sewer main replacement.

SRSD
The dlstnct has a long range capital lmp_rovement program for bump station

$1.8 million in 95-96 and plans to include $1.8 mllhon in 96-97. |

SD#2
The district has a plan for repa/r and replacement and has budgeted $1.4 million
in the 1995-96 budget.

SD #1
District crews and inspectors gather preliminary system information for consulting
engineer.

SRSD
Crews do the same as SD #1.

SD #1
Superintendent works with consultant.
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SD #1
The District's inspectors are on site tracking the contractors work to make
sure the contract is as per plans and specifications.

SRSD
This work is performed by consultant.

SD #2
Work is performed by consultant.

SD #1
The District's management staff works with the consulting engineer to administer
the projects. '

SRSD
Same as SD #1

SD #2
Consulting engineer administers the projects.

Inspections, Plans and Permits

A

and

SD #1

District Inspectors uphold the District's standards and specifications on, and
inspect the installation of newly constructed and the rehabilitation of existing public
private sewers.

SRSD
Consulting engineer does this work.

SD #2
Most work is inspected by consulting engineer. (Small jobs may be done by staff)

SD #1
Inspectors make a written record and diagram of all new connections to the
public sewer and lateral repairs.

SRSD
Work done by consultant.

SD #2
Work done by consultant



SD# 1
District staff guides customers through the Private Sewer Connection Permit and
Public Sewer Extension Process.

SRSD
Work done by City of San Rafael staff (Andy Preston). Paid for by District.
SD #2

Town of Corte Madera staff assists customers. Paid for by District.

SD #1
District inspectors review all new building plans in the service area for
encroachment upon the District's facilities and easements.

SRSD
Work done by City staff (Andy Preston)

SD #2
Work done by consultant engineer.

Asset Inventory and Maintenance Management.

A

SD #1
An inventory of all the district's physical system assets (manholes, mainlines,
pumps, valves, vehicles, tools, etc.) is kept in a computer data base that can
track maintenance histories and scheduled work orders for future maintenance
tasks.

SRSD
Computer data kept by field personnel.

SD #2
Pump station data kept by CMSA on computer. Other data kept by SD #2
personnel.

SD #1 )

The inspectors maintain a system of digitized maps of the District’s facilities that
they continually update. They can generate copies of the updated maps for
distribution to the office staff and field crews.

SRSD
The District contracts with the City of San Rafael for this service.

SD #2
Non-digitized maps are kept and updated.



SD #1 .

All pump stations are continually monitored by our Autodialer/SCADA system, which
calls out alarms (high or wet-well level, pump or power failure, etc.) via phone line
to a central computer and any predetermined phone destination.

SRSD

Five pump stations are alarmed to the treatment plant and CMSA personnel call the
appropriate people to respond. The remaining stations are being considered for
autodialers or connection to the treatment plant.

SD #2

Thirteen pump stations are currently alarmed to the computer at CMSA which
sounds an alarm at the treatment plant. The on-duty staff checks the alarm and
calls the appropriate personnel if necessary. Two more pump stations will be
alarmed within 2 months. The remaining stations will have alarms added in normal
budget process.
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Consolidation: Collection System Maintenance Information

Human Resource

# of Line Maintenance Employees
# of Line Repair Employees
# of Pump Station Employees
# of Inspectors
Management Staff
Administrative Assistant

o Physical Resource
Miles of line

<20 yrs

20-45 yrs

>45 yrs
# of pump stations
Rodder
Jetter/hydro
Jet vac
Bucket machine-
Root foamer
T.V. Truck
Grouter
Pickup truck
Dump Truck
Backhoe/Trailer
Repair Service Truck w/ Compressor
Service Truck
Inspector’'s Van
6-in. deisel pump on trailer
Fork lift

| Service Call Response’Timéy
Service Calls Respondes (avg./mo.)
Main Line Blockages (avg./mo.)

”BYIQCk_ages/mile (ave/mo)

Reserves
Debt

Value of Land, Buildings
Net Taxable Value

Tax Income
% of Taxable Value

*CMSA Personnel

Staisios

SD#1
6

3
3
3
3

1
SD#1
180
10%
15%
75%
20

$1,500,000

675,000

Larkspur

$10,000,000
3993,881,283

1,806,067
.0452%

11

SRSD
4

3
1.25

SRSD
158
25%
44%
33%
29

3

1
1

15 min day
1 hr max night
26
10
.06

$2,800,000
$4,900,000

2862,273,515
360,000
.0126%

SD#2

2*
0.5*

SD#2
40
33%
45%
22%
16

$1.400,000
$3,200,000

1065,768,515
863,000
.0810%



(96/S6 M) OO'EGL LS

(96/G6 AJ) 000°G1$

auonN

auoN

UON

(96/66 AJ) 000'G 1L $

(96/66 AJ)) 000°001$

{96/56 A}) 000°'€98$

(96/56 AJ) 000'EL0"L$

OLE'6YG'9$
G6/v6 A} Joj pereBpng (G6/v6 A)) 9TV LBY 9%

|e10] 8nNUBASY

(56/v6 AJ) pe1eBpng auoN (G6/¥6 A)) 006V LIS

awoouj J8Yy10

(56/v6 AJ)) 000°0Z$ (56/¥6 A} 005°2€$

$994 UONIOBUUOY
BUON (G6/¥6 AJ) GLO'GELS
pun4 swoduj jeyuswajddng

S6/v6 M) 788°608% auoN

spuog anusAay

asyoueyy
suoN oBeqieB 4 (G6/¥6 A QOV'TS

S99 pue S)wiog
{56/¥6 A} 000’064 (S6/¥6 AJ) 000'GT LS

15a191U]
{(NQ3/91°9,%)
{56/¥6 A} 000°02€$ {66/¥6 A)) £90°908°L$
mm::m>mm Xej]
(56/v6 A}

£06°196°c$ - Ina3recLs)
= [68'LL X NAI/661L$ (S6/¥6 A)) ¥BY'G96°ES

sabieyn aoinleg

S3NN3A3Y

06£'Z8Y'G$
96/G6 A3 10§ pa1abpng

(96/G6 A4) pe13Bpng auoN

s1aquisw Aq pa3osiiod 0001 $
{96/G6 A3} pa1aBpng suoN

UON

auopN

(96/56 A)) 000'0G$

(96/56 A)) 000°0SE$

auoN

(96/56 AJ) 091L'¥BL'v$ = GEB'6Y
x satoualbe jeqwaw 01 NQ3 19d g

¢# as

asys L# As

VSO

SNOSIHVYJINOD ADNIOV




(96/56 AJ) 00S°'ZSP LS

(96/56 A} 00S°C6T°1L$

AoueBunuon
(56/¥6 A 000°059°Z$
[enden
{66/¥6 M) ¥SO'ELE LS
senddng w sjeuelepy
A.mm?m M)y ozo'Les

sjyjeusg p Aigjeg

S3ASN3I4X3

(G6/v6 A} 0%

(66/¥6 AJ) 000°0TS"1$

(S6/¥6 A} vOS'SH9$

(G6/¥6 M) ¥9G°L20"L$

{(96/56 AN 000001 |

(96/56 A} 019'980°L$

(96/G6 AJ) §ZS'8L0°T$

(96/66 A} €18°7G68°T$

VYH3IAVIW 31HO0D

asHys

L# as

VSIND

SNOSIHVdINOD ADNIDY



GOALS

Reviews how a consolidated agency
would meet LAFCO goals



GOALS OF MARIN LAFCO FOR LOCAL GOVERNMENT STUDY

Any consolidation must be analized to see if the consolidation will meet the goals
established by LAFCO. The primary goal is to provide the citizens of Marin the most
efficient delivery of local government services. The consolidation study must determine
the following:

a. Enhance level of services.

b. Increase efficiency and service delivery
c. Provide service/personnel stability

d. Increase interagency cooperation

e. Reduce duplication of services

f. Eliminate multiple layers of government.
g. Improve agency accountability.

h. Encourage multi-purpose agencies.

This section addresses these goals.
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a. Enhance level of services.

The three collection system agencies within the Central Marin area have different
philosophies in providing services to their constituents. They all attempt to provide the
collection and transmission services at a reasonable cost and a reasonable level of
service.

SD #1 provides an in-house staff to respond to emergencies, perform general
maintenance, some line replacement and inspection of construction. The District does
routine maintenance on its pump stations and contracts for repairs. District staff handles
all permits by the public and reviews improvement drawings. A consulting engineer is
sometimes used for highly technical review.

SRSD relies more on contract services for line replacement and construction inspection.
It also relies on contract services for responding to emergencies in non-working hours.
The contact with the public for permits and review of improvements is done by City of San
Rafael staff. The district reimburses the City for expenses. The district performs routine
maintenance on the pump stations and contracts for repairs.

SD #2 also relies on contract services for much of its services. The District contracts with
Central Marin Sanitation Agency for its pump station maintenance. The CMSA staff
performs routine and emergency maintenance and repairs with its maintenance staff.
Electrical and instrumentation work is normally done by CMSA staff. The district (town of
Corte Madera staff) responds to emergency repairs and performs routine maintenance of
the sewer lines. Any repair is contracted out. A consulting engineer spends about forty
percent of his time on administrative/engineering (non-project) functions of the district.

One indication of service level is blockages. SD #1 has an average of .03 blockages per
mile per month. This is one-half the rate of SRSD even though its system is older than the
other systems in central Marin. SD #1 does get considerably more call outs than SRSD
(41 to 26 per month). This difference of average blockages could be attributed to the
staffing level and the time spent doing routine maintenance. The greater number of
service calls would be due to the older lines and the residents calling for laterals and
systems that are not maintained by the district. The response time to calls is comparable
in all the districts. '

In a consolidated agency, assuming the same staffing level as all agencies combined, the
service could be enhanced in SRSD and SD #2 areas. Additional crews would be
available to backup the existing crews and respond to multiple emergencies. It-may be
necessary to add crews to provide the higher routine maintenance level that is provided
by SD #1. However, a consolidated agency may want to operate the systems with the
existing personnel level and evaluate the service. If the level of service decreases it would

15



be beneficial to add the necessary personnel to maintain the current level.

The service level of the pump station maintenance would be enhanced in SD #1 and
SRSD service areas because in-house expertise would be available for non-routine
maintenance and repair of mechanical, electrical and instrumentation facilities. It would
be necessary to add personnel but the cost of the personnel would be more than offset by
not contracting out the work. SRSD in the first six months of this year has spent about
$28,000 for instrumentation work, $20,000 for electrical work and over $50,000 pump
repair. If the same level of work continues throughout the year, that would total about
$200,000. A consolidated agency would have more of this type of work and the work level
would justify additional personnel which would save approximately one- half of the contract
cost.

Savings could also be realized in administration of contracts. SRSD, SD #1 and SD #2 all
hire consultants to do the administration of their construction work. The ability to do this
work exists at CMSA. Depending upon the work level, this could be done in-house, with
the existing staff or with additional staff at 1/3 to 1/2 the cost of contracting for the
services. For the first one half year, SRSD has spent $45,000 for contract administration
alone. In-house administration would save a goodly portion of this.

The amount of administration done in-house would depend on the work load, the nature
of the work and the speciality. CMSA in many cases currently prepares the "boiler plate”
with the designer preparing the technical specifications. A consultant does surveying,
geotechnical inspection, materials testing and some speciality inspection. Which work is
contracted out or done in-house would have to be decided on a case by case basis.

b. Increase efficiency of service delivery.

A consolidated agency would have more crews that could be assigned where the need is
the greatest. A consolidated agency could also provide a greater budget for training staff
and incentives for improvement. The budgets for training among the four agencies range
from less that $50 per person to several hundred dollars per person. The employees
could more easily participate in professional associations which offer training and therefore
increase efficiency. ~

The four rodders and three jetter/hydros could be assigned in the larger area and after
becoming familiar with the whole area would be able to determine how they could be most
effective. In the SD #2 area the crews would be sewer maintenance only instead both
street and sewer or contractors. After experiencing the work load It may be necessary to
add staff but this staff would replace contract staff.

Review of development plans would be done at one location by engineers and technicians
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who are familiar with the sewer system and the effect on on the treatment plant. The
industrial waste inspectors would have more immediate knowledge of any concerns in the
development proposals.

Alarms could all come to the treatment plant, which is staffed twenty four hours, and
eliminate some of the duplicate alarms. The alarms could be checked out before a crew
is called in. Central Marin would have one contact point for all sewering needs.

c. Provide service/personnel stability.

If the agencies were to consoldate with all existing employees the service need not change
and would be stable. The same personnel as presently would be involved in delivering the
service and those from the other areas would become familiar with the whole system to
provide backup, fill in when employees are on leave and assist in emergencies. The
service would remain stable.

A consolidated organization would provide stability for the employees, assuming all came
into the consolidated organization. It would provide a greater opportunity to change fields
(line maintenance - mechanical maintenance - operator) and more supervisory positions
for promotion. The salary ranges for like positions would have to be negotiated so that
those with similar qualifications performing the same functions are comparable. The
benefits among the three agencies are different. CMSA benefit cost is about 26% of
payroll (excluding the four former employees of SRSD) , SRSD 26% and SD #1 30%. The
major difference of the overhead rate is the cost of retirement. It would be ideal to
negotiate a common overhead package, however, to be successful the final agreement
would probably be the most costly overhead. It may be desirable to provide new
employees who are hired a benefit package that is common to most of the employees.
The current employees would have then different benefit packages. (See section on
Agency Comparisons for standardized benefits)

The benefits for the active employees should be as close as possible with the same
medical plans and cost sharing, etc. The retirement plans may be different depending
upon the current district plan. There is concern that such an arrangement would cause
morale problems. CMSA currently has a two tiered retirement plan. Also, some
employees have a slight salary differential because they were paid more for same position
at the formation of CMSA. That differential is eliminated when the employees are
promoted. These differences have not affected the work product nor do they appear to
affect the general morale of the agency. The issue does come up at labor negotiation time
by the employees who have the lessor benefit, hoping to make the benefits for everyone
the same. The cost of the Marin Retirement system for the effected employees has sky
rocketed. The employees of SRSD are in the Marin system, but in a different group than
the CMSA employees and the costs are not unreasonably high.
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A consolidated agency could provide employee stablity and more opportunities for
advancement of the empoyees.

d. Increase interagency cooperation

A consolidated agency would reduce the number of agencies and place all the sewering
agencies in central Marin under one board. The collection, transmission and treatment
would all be integral. The mechanical, electrical and instrumentation maintenance
personel would be availabe to work on the pump stations instead of hiring different
contractors.

Other government agencies and the public would only deal with one sewering agency in
central Marin which would make cooperation easier.

e. Reduce duplication of services.

All three sewer collection agencies provide the same services in their respective areas.
Consolidation would reduce the administration, providing one administrative staff for the
whole area. CMSA currently does the accounting for SRSD. SD #1's books are kept by
staff but reviewed by a contract accountant. There would be only one General Manager
instead of two full-time and two part-time managers.

All three areas have people on standby during non-work hours. Consolidation would
reduce standby hours. Some of the pump stations in all areas are alarmed to the CMSA
treatment plant. When SD #2 contracted with CMSA for pump station maintenance the
district wanted to eliminate the alarms going to the police station. These were transfered
to the treatment plant and now all stations are alarmed or in the process of being alarmed
to the plant. The remaining alarms in SD #1 and SRSD could be transferred, eliminating
the duplication of responding to the alarms. Review of development would be done in one
place, again reducing multiple services and assuring the same standards in the total area.

f. Eliminate multiple layers of government.

Currently CMSA boundaries overlay the three sewage collection agencies. The CMSA
directors are appointed to the CMSA commission by the member agencies’ boards to
which the individuals are either elected or appointed. Consolidation of the agencies would
eliminate this multiple layer of government. A sanitary district would be independent of the
other governmental agencies and consolidation would eliminate that multiple layer.
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g. Improve agency accountablity.

As stated in f, above, the CMSA commissioners are appointed by the member agencies
from members of their boards or residents from within the district's boundaries. SD #1 is
governed by a board which is directly elected by the public. SD #2 is a subsidiary district
and is governed by the Town Council of Corte Madera. About 16% of the district is within
the unincorporated area and does not vote for the governing body of the district. SRSD's
board is the mayor and councilman from the City of San Rafael and a supervisor appointed
by the Board of Supervisors. Larkspur's appointment to CMSA is made by the City
Council. Attimes the representative on CMSA not an elected official. A sanitary district,
in which the board is directly elected, would be more accountable to all the voters in the
area. The constituents would have direct access, be able to hold the board members
directly accountable and have one body which conducts all the sewering business.

h. Encourage multi-purpose agencies.

The consolidation would make one agency responsible for collection, transmission and
treatment instead of three separate agencies responsible for collection and transmission
and one agency responsible for treatment. The Town of Corte Madera, as the governing
body of SD #2, would no longer be responsible for sewage collection. The City of San
Rafael, which is the contracting agent for SRSD, would also no longer be responsible for
collection.
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SPECIAL ISSUES

Reviews thé effects of consolidation
on the facility at CMSA and traffic



Space Requirements

One of the critical needs if CMSA and the member agencies were to consolidate would be
space for the additional employees.

One solution would be the addition of a building for the maintenance crews south of the
existing maintenance building. Assuming that all current employees became employees
of the consolidated agency, space would be needed for about 23 maintenance employees.

| talked with John Wells, the architect who designed CMSA's current buildings. He
estimated that the cost of such a building would be $100 to $125 per square foot. A rule
of thumb is 100 sq. feet per employee. That usually includes people with offices. Most of
the personnel would not require offices, so that should be more than adequate. Space for
hallways, etc., needs to be added. The total square footage would be about 3000 square
feet. This would include additional lunch area, lockers and restrooms. A total cost of
$375,000 would be reasonable. The cost could be reduced because the existing locker
room at CMSA is large enough to combined maintenance/operation staff. The men's
locker room has 88 lockers. This would provide for 44 users with two lockers per person.
Also it may be desirable to enlarge the current eating area to provide for the total staff
instead of building a separate eating area..

It may also be desirable to enclose the area outside of the laboratory. This area is already
covered. We discussed this several years ago as a possibility. The estimated cost is
$60,000.

Such additions would provide adequate space for the employees.

Vehicle Storage

Consolidating all the agencies would add about ten large vehicles and about 15 smaller
vehicles.  Once the agency were operating in a consolidated mode, the number of
vehicles may possibly be reduced. For example, the combined agency would have four
rodders and three jetter/hydros. This number may be reduced if they operate in whole
area.

The CMSA corporation yard has about 57,000 sq. ft. (39,000 in the south area, 5,000 in

the vehicle storage covered area, and 13, 500 in the north area). This is adequate for a
building and vehicle storage.
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Traffic Concerns

In 1989, the City of San Rafael sent a letter to SD #1 regarding the additional traffic that
would be generated if SD #1 relocated to CMSA. It stated that a traffic analysis would
have to be prepared to determine the number of PM peak trips created by the proposal and
the number of "critical moves" added to the Bellum/101/580 interchange.

| called Robert Pendoley, the Director of Planning, and discussed the city's concern. The
primary concern is the PM peak time, which is 4 to 6 PM. All of the sewering agencies
leave work or change shifts prior to four P. M. and relocating to CMSA would have very
little impact on the PM peak. We would have to have a traffic analysis done for the city.

| have asked Mr. Pendoley to reconfirm his concerns and the conditions.

Employee Parking

CMSA currently has 30 daytime employees and the parking lot has 47 spaces (excluding
handicapped). A consolidation of the existing employees would add 25 employees. The
total number of spaces needed would be 55 employees plus visitors or about 60 spaces.
This would assume that there is no car pooling. Ten spaces could be easily added
adjacent to the maintenance building and four in the landscaped area by the front lawn.
That would give a total of 61 spaces. Additional spaces could be added east of the
handicapped parking (5) and in the landscaped fingers which break up the parking (5 or
6).

The existing employee lot has the room, with modifications, to accommodate an enlarged
work force.
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EMPLOYEE BENEFITS

Compares the employee benefits of the
effected agencies and gives a review of
what other agencies have done when
they consolidated
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Central Marin Consolidated

Annual Annual Benefits Average /
. Position Qrg Salary Benefits Percentage Org

" Accountant T CMSA 4251761 11,934.95 28.07%
. Administrative Secretary CMSA 41,541.20 12,242.04 29.47%
© Agency Consultant CMSA 91,921.32 25,356.94 27.59%
Assistant Engineer CMSA 5147754  12,189.37 23.68%
Assistant Maint Supervisr CMSA 56,755.95 14,537.66 25.61%
Business Manager CMSA 75,181.40 17,380.51 23.12%
Electrical/instrument Ld CMSA 52,080.45 13,277.96 25.50%
Electricalinstrument Sup CMSA 57.828.76 13,695.14 23.68%
Finance Supervisor CMSA 52,997.20 13,382.16 25.25%
General Manager CMSA 94,040.98 20,889.87 22.21%
Groundskeeper CMSA 34,156.10 10,760.68 31.50%
Industrial Waste Lead CMSA 55,262.23 13,724.81 24.84%
Industrial Waste/Lab Tech CMSA 48,585.45 12,197.08 25.10%
Industrial Wasle/Lab Tech CMSA 48,585.45 12,187.08 25.10%
Laboratory Director CMSA 64,535.97 15,118.05 23.43%
L.ead Operator CMSA 52,080.45 13,277.96 25.50%
Lead Operator CMSA  53,072.46 12,827.24 24.17%
Lead Operator CMSA 57,288.49 13,005.46 22.70%
Maintenace Painter CMSA 41,541.21 10,793.91 25.98%
Maintenance Leadperson CMSA 52,080.45 13,277.98 25.5C%
Maintenance Repairperson CMSA 41,537.60 11,797.32 28.40%
Maintenance Repairperson CMSA 45,789.37 12,394.44 27.07%
Maintenance Repairperson CMSA 41,537.80 11,797.32 28.40%
Maintenance Repairperson CMSA 45073.60 20,729.89 45.99%
Maintenance Repairperson CMSA 45,788.37 12,394.44 27.07%
Maintenance Supervisor CMSA 60,381.51 15,083.09 24.98%
Operations Supervisor CMSA 60,381.51 14,493.05 24.00%
Qperator CMSA 43,867.20 12,124.49 27.64%
Operator CMSA 41,537.60 11,797.32 28.40%
Operator CMSA 41,537.60 11,797.32 28.40%
Operator CMSA 48,273.26 21,188.06 43.89%
Operator CMSA 45,669.31 20,335.01 44.53%
Operator CMSA 45.691.36 12,380.68 27.10%
Operator CMSA 45,691.36 12,380.68 27.10%
Shift Supervisor CMSA 54,042.16 13,538.36 25.05%
Shift Supervisor CMSA 62,628.38 26,516.36 42.34%
Technical Services Eng CMSA 78,808.22 17,926.25 22.75%

Utility Laborer CMSA 32,551.32 10,535.29 3237% 27.99%

Administrative Assistant SD #1. 37,960.00 12,184.19 32.12% w/o MCERS

Crew Leader SO #1 50,880.80 16,030.18 31.44% 26.08%
Crew Leader SD #1 48,547.20 15,419.50 31.76%
Crew Leader SD #1 48,547.20 15,548.50 32.03%
Crew Leader SO #1 48,547.20 11,910.50 24.53%
District Manager sSD#1  101,712.00 26,531.18 26.08%
District Superintendent SD #1 66,934.40 18,157.18 28.62%
inspector SO #1 53,518.40 15,116.93 28.25%
Inspector SD#1 5§3,518.40 15,116.93 28.25%
Lead Inspector SO #1 58,051.20 17,392.75 29.45%
Maintenance Personnel SD#1 35,297.60 9,269.36 26.26%
Maintenance Fersaonnel ' SD #1 48,484.00 15,403.44 31.78%
Maintenance Fersonnel SD#1 38,001.80 13,438.22 35.36%
Maintenance Personnel SD #1 41,870.40 14,221.89 33.97%
Maintenance Personnel SD#1 43,908.80 13,312.30 30.32%
Maintenance Personnel SO #1 26,936.00 6,566.59 24.38%
Maintenance Personnel SD #1 38,001.60 13,438.22 35.36%
Maintenance Personnel SD #1 41,870.40 12,928.89 30.88%

Office Manager SO #1 63,606.40 18.530.89 29.13% 30.00%
General Manager SRSD 13,852.00 2,319.39 16.74%
Office Engineer SRSD 8,802.00 1,534.09 17.43%
Senior Secretary SRSD 34,886.00 11,112.36 31.85%
Sewer Maintenance Supervisor SRSD 54,710.00 13,956.66 25.51%
Sewer Maintenance Worker (1/2) SRSD 37.556.88 11,389.32 30.33%
Sewer Maintenance Worker (1/2) SRSD 37,556.88 9,462.32 25.19%
Sewer Maintenance Worker (1/2) SRSD 37.556.88 10,479.32 27.90%
Sewer Maintenance Worker (1/2) SRSD 37,556.88 9,482.32 25.19%
Sewer Maintenance Worker 3 SRSD 39,847.00 11,851.26 29.67%
Supervising Maintenance Worker - Pump Station SRSD 43,195.80 12,325.62 28.53%

Suprvising Mainterance Worker - Collection SRSD 43,195.80 12,325.62 28.53% 26.08%
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TO: Joe Remley

FROM: Eric Elliott

SUBJECT: Comparing and combining employee benefits for consolidated agencies

Each benefit package of the organizations involved in a potential consclidation appreaches
providing employee benefits in unigue ways. While they all cover basically the same items different
plans have evolved over the years. Total individual's employer actual costs have been presented
in the Combined Organizations Chart as well as summarized in the tatle included in the Agencies

Comparisons section of the Preliminary Workshop Workbook.

While making assumptions appears to be poorly received, | will make some assumptions to achieve
the costs of a complete benefits package for a consolidated agency without a loss of benefits to
any employee and perhaps enriching some with benefits provided to others. To generate thesa
numbers all current employees on the Combined Organizations Chart with the exception of the
Agency Consultant are included in the calculations. These assumptions should be reviewed with

member agencies.

Health insurance coverage for retirees is provided in some measure for all employees. SD #1 pays
80% of a single employee's Kaiser rate for those who retire with 15 years of servica to the district,
SRSD (City of San Rafael) pays a flat $240 per month for retiree insurance costs, and CMSA pays
318 per month for represented retired employees and up to $100 per month for unrepresented
employees single coverage. Those retired CMSA employees with 30 years in the MCERS system
are also eligible for full health insurance coverage for their spcuses and themselves. | think a new
agency would have to decide what position it will take on retired health coverage. If as charged,
this study sets the highest benefit as the factor for figuring costs, the City of San Rafael's program
of a flat 240 per month is the greatest liability as the CMSA MCERS.program is limited to only 4
people and is only relevant with 30 years of service. Health insurance expenses zfter retirement is
not a constant expense until there is a ratirement but it.is a liability.

Health insurance costs differ in each agency. SRSD pays $240 toward health insurance coverage
through Kaiser plus another $170 toward a cafeteria of other benefits. CMSA pays an amount
equal to full family coverage of Kaiser's contract with Public Employees’ Medical and Hospital Care
Program (PEMHCA) in a cafsteria plan. SO #1 contracts directly with Kaiser and pays actuzl
premium costs fer each employee and family. CMSA seems to have the fullest plan with the most
options available to the employees at a cost of $383.94 per month. Current combined agencies
costs are 5281,800 et CMSA program costs the figure would be $304,100 for an added expense of

$22,300.

Dental coverage is consistant in each agency, however, benefit levels are varied with CMSA
employees covered 90% to $2,000 yearly with an annual deductible of $25 and a lifetime coverage
of orthodontics of SS00. SD #1 contracts with Delta Dental as a subgroup of Marin County. SD
#1's plan covers 80% of cost up to $1,000 yearly with no deductizle and no orhodontics coverage.
SRSD has $1,000 annual coverage at 80% with a $25 decuctible and 50% orthodentics coverage.



SUBJECT: Comparing and combining employee benefits for consolidated agencies

Costs for each plan are set for single, couple, and family coverage. Each agency pays full costs,
however, just recently CMSA has reduced premium costs by self insuring coverage over $1,000 a
year.. This reduces costs but adds a potential liability. Total annual dental insurance cost currently
are S71,400. The high end of coverage would cost the consolidated agency about $84,800 for the
CMSA plan with a potential liability for costs over $1,000. This would be an added expense of

$13,200.

Life insurance is a mixed bag of coverage and costs. SD #1 insures two times salary up to $75,000
with extended coverage up to $125,000 for those who qualify. SRSD provides $5,000 coverage,
and CMSA has coverage at $16,000 for represented employees, $24,000 for mid management,
and $40,000 for senior managers. The combined costs are $13,700. If the SD #1 program was
used for all personnel the expense would be approximately $35,000 fcr an added cost of $21,000.

SD #1 also provides long term disability insurance to its employees at a cost of .69% of salary. If
this were provided to employees of a consolidated agency it would cost $23,200. Since currently
SO #1 is the only agency to provide this benefit at an annual cost of 38,500 the increase in

expenses would be 316,700.

In summary:

Benefits Combined Costs Consolidated Costs Added Expense

Health insurance 281,800 304,100 (cMsA) 22,300

Dental insurance 71,400 84,600 (cMsa) 13,200
Life insurance 13,700 35,000 (sp#1) 21,300
Long term disability insurance 6.500 23.200 (sD#n 16.700

Total $ 373,400 $ 446,900 $ 73,500

Retirement plans are diverse and if kept in place as a jour tiered sysiem representing the plans
currently in place, those employees coming from SO #1 will have zn empioyer cost equal to 18.87%
of their salaries, employees from SRSO will have an employer cost equal to 14.6%, CMSA
employees in PERS will havé employer cost of 15.0% for unrepresenied employees and 14% for
represented employees, and CMSA employees in MCERS will have an employer cost of about 26%
(each is figured individually and slightly different). The mcst comprehensive retirement plan in
benefits appears to be the one contracted by CMSA and PERS. Although there would need to be
a valuation study, if the retirement programs were fclded into a single contract like the CMSA
PERS, the cost of the program could be reasonably assumed to be 15% of salary. Currently,
retirement costs are $547,600 for all employees. If the 15% figure is used, the costs would be

$502,500 for a savings of $45,100.
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SUBJECT: Comparing and combining employee benefits for consolidated agencies

The four tiered system integrates with the total package like this: -

-Benefits Combined Costs Consolidated Costs Added Expense
Retirement 547,600 547,600 (4 tiers) 0
Health insurance 281,800 304,100 (cMsA) 22,300
Dental insurance 71,400 84,600 (CMsA) 13,200
Life insurance 13,700 35,000 (sD#1) 21,300
Long term disability insurance 6,500 23,200 (spo#1) 16.700

Total $ 921,000 $ 994,500 $ 73,500

Perhaps the agency plan that retumns the highest retirement dollar is the combined SSI and PERS
plans of SD #1 but it would need individual valuations to accurately determine retirement retums.
The expense to a consolidated agency of this plan would be $625,500.

Benefits Combined Costs Consolidated Costs Added Expense
Retirement 547,600 625,500 (sD#1) 77,3800
Health insurance 281,800 304,100 (CMsA) 22,300
Dental insurance 71,400 84,600 (cMsA) 13,200
Life insurance 13,700 35,000 (sh#1) 21,300
Long term disability insurance 6.500 23.200 (sD#1) 18.700

Total $ 921,000 $ 1,072,400 $ 151,400

SD #1 has a full social security program in place. 7.6% of their employer costs for retirement

benefits are payments to SSI. Since most of their employees are already vested in social security,

consolidation may offer the chance for savings by not participating in SSI without reducing the

~ benefits accrued. The CMSA PERS contract seems to have the greatest number of retirement
features and if used in the consoclidated agency without SSI there would be some over all savings.

In summary changing the retirement plan to one matching the one with CMSA without SSI, benefits
would be stated:

Benefits ‘Combined Costs Consolidated Costs Added Expense
Retirement 547,600 502,500 (cmsAa)  -45,100
Health insurance 281,800 304,100 (CMSA) 22,300
Dental insurance 71,400 84,600 (CMSA) 13,200
Life insurance 13,700 35,000 (sD#1) 21,300
Long term disability insurance 6.500 23.200 (SD#1) 16.700

Total $ 321,000 $ 949,400 $ 28,400
27
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CONSOLIDATIONS OF OTHER DISTRICTS
Distribution of Assets and Determination of Employee Benefits
American River Fire District

The Speéial District Association was able to furnish only one district, the American River Fire
District, (916) 485-1700. Chief George Apple furnished the following information:

There were six districts which consolidated one at a time. The employee benefits were similar,
but negotiated as each organization merged. This was done as each district consolidated into
the district.

All assets and liabilities accrued to the successor agency.
Ojai Valley Sanitary District

Ojai Valley Sanitary District was the consolidation of three sanitary districts and the sewers of
the City of Ojai. Eric Oltmann, (805) 646-5548 is the contact. This was a cooperative
consolidation with a long term discussion. The board is composed of seven members elected
by wards, two wards in the three larger areas ( two districts and the city) and one ward in the
smaller district.

All assets were consolidated into the common district. The city contributed based on an ERU
(equivalent residential unit). Everyone was treated equally. Bonded indebtedness was kept
separate.

Retirement and personnel benefits were made all the same for the employees. The employees
of the existing districts and city were given tenure and their seniority was honored.

The City had a problem with | & | and agreed to correct it and set aside $500,000 for the work.
The work was finally 5.5 million and the city would not pay it all. It was finally paid by the
consolidated district.

Goleta - West Goleta

Tom Gaffney is consulting on the Goleta - West Goleta Consolidation. All assets are being
transferred to Goleta Sanitary District and the employees of West Goleta will be hired with the
Goleta Benefits. The consolidated district will allow seniority for time in position for vacation and
promotional consideration.

Summary
There are not a great number of consolidations occurring in the state. The employee benefits
are not tiered, but the employees all receive a common benefit/retirement package. Also the

assets are accepted by the consolidated agency with no allowance for one district having more
than another.
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ORGANIZATION

Includes several organizational
structures with comments



CONSOLIDATED AGENCY - Managers’ Organization

At the March 5, 1996, CMSA commission meeting the member managers presented
organization charts with costs for the commission’s review. The initial staffing proposal
added seven positions and deleted one upper level management position.

The managers estimated that there would be a cost savings of $252,500 per year and an
additional personnel costs of $490,000 for an annual additional cost of $237,500.

The cost savings did not include all the salary savings that would be realized by
consolidation. The managers report included only $34,000 for rent and salary savings from
SRSD. Additionally SRSD pays OH to the city, legal and accounting paid to the county,
emergency stand-by for Roto Rooter ($60,000) and contract administration which is
performed by contract. Also the cost of electrical instrumentation repair by contract was
not included.

The identified savings from SD#2 did not include the administration costs, Public Works
OH, accounting costs paid by SD#2 ($49,700). Additionally since the initial organization
adds engineers, it would follow that the engineering costs for Dave Bracken would be
saved. His costs were not furnished for the study, however if he spends one half his time
on the Sanitary District, that cost would be over $32,000.

The contract costs for SD #l for electrical and instrumentation on the pump stations and
the contract administration costs that the added engineers would perform was not were not
identified. The above identified costs total $141,700. These unidentified cost savings
listed above would offset the added salaries for the managers initial organization.

[2 209 A At
it WOUIG NOtU o8 necdessary t

of services could be provnded in each area by the same method that they are currently
being provided. If the services are provided by in-house personnel those services would
be continued. If the services are being provided by contract, they could be continued to
be provided by contract. If the contract services are more costly than providing those
services by in-house personnel, then additional personnel could be hired with the costs
offset by deleting the contract services. If a higher level of services is desired than
currently provided, then additional personnel would be hired at an addmonal cost and that
cost should be paid by the area of benefit.

O Immediately

For example, if additional accounting personnel were needed, the cost would be offset by
the savings in accounting costs currently paid by the members. If an additional
maintenance crew were needed in the SD #2 area this would be an additional cost for a
higher level of service in that area and charged to that area.

A coordinated sewer system improvement program could be initiated so that all systems
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are brought up to an acceptable standard over time (for example, ten years) then the same
maintenance program would be throughout the whole district.

A consolidated agency could provide the same services as currently provided at a cost
savings. As the personnel get familiar with the functioning of the district as a whole, in-
house services could be substituted for contract services.

| believe that such a consolidation and method would benefit all the rate payers of Central
Marin.
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EEVEIE CENTRAL MARIN
A SANITATION AGENCY Prilp L Fye

1301 Andersen Crive, San Rafael, CA 94901 Telephone No. (415) 459-1455 Fax No. (415) 459-3971

March 5, 1896

TO: CMSA Commissioners
FROM: P.L. Frye, CMSAW

SUBJECT: Managers Report: Preliminary Findings of Operating Costs and
Manpower Needs for a Consolidated Agency

Oﬁ February 28, Phil Fryle, Ned Ongaro, Robert Paul and George Warman (CM Finance
Director) met. On March 1, Phil Frye, Ned Ongaro and Dave Bernardi met.

During both of these meetings different staffing plans were discussed as well as what
possible savings could be realized or what additional costs would be incurred if
consolidation took place. SD #2 provided data and input concerning SD #2 activities.

The attached organizational charts and cost summary (Attachment A) were developed
using the input from SD #2 as well as the other agencies. A consensus was reached
between the managers of SRSD, SD #1 and CMSA what it would take to start up and
Anarata a ~Aanenlidatad ArAaanmisatiam A lalinuas thoea artarsrhmante mra o raalicein
WVHSCIULU U LUVIHIaUHIVGLTU UIHOHI.’.GUUII. YV UCTHCVED UICOTU dilGLiilICHile GIt© g 1Taloliv
representation of what a consolidated agency would look like at conception
(Attachment B) and after it has been operating for a period of time.

Attachment C shows what we believe would be a likely staffing scenario within a few
years.

Some projected additional positions (line crew and engineer) are needed since SD #2
has no full time staff. The additional electrical/instrumentation positions are needed
to perform these functions at the plant and 61 pump stations. By having in-house
personnel, a savings of $25,000 from the CMSA electrical preventive maintenance
contract could be saved as well as electrical contract costs for both SRSD and SD #1.

It is felt that with a larger organization additional engineers would be needed for
contract administration, construction management, and overseeing consultants on
various jobs. There would be some consultant fee savings since some engineering
design work would be performed in-house during slack periods.

31
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ATTACHMENT A

Savings

e SRSD - $16,000 rent that SRSD pays to City
. $55,000 CMSA electrical PM contract
SD #2 - $50,000 new budget for repair & cleaning
$41,500 salary savings
Difference between GM & Plant Manager salary ($8,500)
Difference between Business Manager and Accountant salary ($30,000)
Difference between Operations Supervisor & Shift Supervisor salary ($3,500)
Contract costs from SRSD ($30,000), Pump Repair
SRSD - $18,000 salary savings ’

TOTAL Savings: $252,500

Additianal C

. 1 additional crew leader position
. 2 elecfrical instrumentation people

. 2 engineers

. 2 additional maintenance collection system workers - -
{7 additional people) :

IR A FA A A 4

Additional office, lunch room

Covered parking for vehicles
Consultant fees to study consolidation -
Legal fees to study consolidation

One time moving expenses

Traffic impact analysis

* @ * @ * o

NOTE: e Does not address level of service - this keeps status quo only

GAUSER\SHARED\WWP\KATHY\CONSCSTS.WPOD 3/8/88
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