NOVATO CITIZENS FINANCE ADVISORY / OVERSIGHT COMMITTEE
FY 2017/18 Annual Report

(A =

> e QNIRRT

» CITY OF NOVATO







ANNUAL REPORT — FY 2017/18

EXECUTIVE SUMMARY

The Novato Citizens Finance Advisory / Oversight Committee (Committee)
is the designated oversight committee for the Measure F funds. On July
27, 2010, the Novato City Council adopted Ordinance No. 1551, which
approved a 5-year, ¥2-cent sales and use tax. During the five years that
Measure F was in effect, revenue averaged approximately $4.7 million
annually, and generated in total over $22.6 million. Measure F expired

on March 31, 2016 and was replaced by Measure C, a %-cent sales tax
that was approved by Novato voters in November 2015. Measure C is
providing approximately $2.5 million annually for a minimum of 20 years.

The Committee typically meets 10 — 12 times per year. The committee
reviews and provides input on Measure F expenditures, City financial
forecasts, City financial policies, and provides the City Council with input and
guidance on a wide range of fiscal matters. The committee provides input
and guidance through the review of information provided by staff, hearing
from subject matter experts and departmental experts, as well as asking
questions to gain a deeper understanding of the City’s financial matters.

The Committee provides annual reports to the Council and community
on the revenues and expenditures of Measure F funds. The FY
2017/2018 annual report is the seventh report by the Committee.

Although Measure F was a general sales tax initiative, whereby the
revenue generated can be spent on any public purpose, the wording
of the ballot measure did identify key priorities for the funds:

¢ Maintain and Restore Neighborhood Services and Public Safety
e Support Seniors, Youth and Families

* Reinvest in Park and Strest Maintenance

MEASURE F BALLOT
LANGUAGE

To offset/prevent additional budget
cuts and maintain/restore vital
general city services including, and
not limited to: neighborhood police
patrols, crime prevention programs,
9-1-1 response times; city street/
pothole repair; park maintenance;
preventing closure or elimination of
youth and senior centers/services, shall
the City of Novato enact a half-cent
sales tax for 5 years, with review by a
citizen committee, annual independent
audits, and all funds spent locally

for the benefit of Novato citizens.

A s P ) H & ALLOGA ) ) P ) RO BUD

General Fund Deficit Backfill $754,129 $0 $754,129
Police / Crime Prevention / 911 Response Times $1,633,099 $1,129,374 $2,762,473
Youth & Senior Programs / Project $235,849 $4,338,602 $4,574,457
Parks & Street Maint. / Programs $2,497,742 $404,889 $2,902,631
City Facility Investments $1,355,683 $100,000 $1,455,683
Technology / Customer Service / Efficiencies $2,482,169 $916,246 $3,398,415
Economic Development $2,227,193 $267,168 $2,494,361
Risk Mitigation Reserve $3,000,000 $3,000,000
Future CIP Project Funding $0
Future Funding for Multi-Year Positions / Programs $612,800 $612,800
Total Expenditures / Allocation $14,185,864 $7,769,079 $21,954,943
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Measure F
mandated the
creation of an

iNndependent
Citizens’ Oversight
Committee to
review and report
on the revenues
and expenditures.

The programs funded in each of the categories are explained in more detail in
the full report, and are outlined by category in the Measure F Funding History
Detail table at the back of this report.

MEASURE F BACKGROUND

Since its incorporation in 1960, Novato has faced several fiscal challenges
to generate sufficient revenues to cover its operational expenses. This is
primarily due to the limited ability to generate new revenues as well as

the City’s limited percentage of property tax revenue compared to the
other taxing entities within its geographical boundaries. Even during boom
years, when much of the rest of the State of California was experiencing
revenue growth, Novato has lagged behind other municipalities in

terms of economic growth, despite a long-term City Council tendency

to be conservative with ongoing expenditures and compensation.

During the recent Great Recession, the City faced significant fiscal challenges.
The elimination of redevelopment agencies statewide caused severe operating
budget deficits during this period of time resulting in the erosion of the City’s
revenues by $4 million annually. At one point, the City projected a $6.7 million
deficit. In response, the City took a series of strategic actions to address the
shortfall: program and service cuts; elimination of 30% of the workforce in all
departments except Police; implementing cost-savings through public-private
partnerships; realizing efficiencies, including utilization of technology; and
leveraging grant opportunities to supplement City services. Examples of what
was lost during the recession:

* 31% of parks maintenance staff eliminated — park
and island maintenance levels reduced

e 37% of road maintenance staff eliminated —
road maintenance deferred

e Police Department Community Service Officers eliminated
¢ Police Department School Resource Officers eliminated

¢ 36% of Parks and Recreation staffing eliminated — elimination
of all free and reduction of subsidized recreation programs

Despite significant reductions in services, changes to City operations and
reductions to employee compensation, the City still projected a multi-million
dollar ongoing, growing deficit for the foreseeable future. In response to this
fiscal situation, and the resulting service and staffing reductions, the voters
of Novato adopted Measure F in 2010. Measure F temporarily filled budget
deficits, which allowed the City to revive some of the programs that were
cut, and provided the City an opportunity to chart its course for the future.

In November 2010, Measure F was placed on the ballot to ask Novato
residents to maintain vital city services during difficult economic times.

The ballot language outlined that the funds were to (1) offset and prevent
additional budget cuts and (2) maintain and restore vital general city services.

“To offset/prevent additional budget cuts and maintain/restore vital
general city services including, and not limited to: neighborhood police
patrols, crime prevention programs, 9-1-1 response times; city street/
pothole repair; park maintenance; preventing closure or elimination of youth
and senior centers/services, shall the City of Novato enact a half-cent sales
tax for 5 years, with review by a citizen committee, annual independent
audits, and all funds spent locally for the benefit of Novato citizens.”
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MEASURE F EXPENDITURES & ALLOCATED FUNDS OVERVIEW

THROUGH FISCAL YEAR 2017/18
Total Measure F Revenue = $22.9 million

General Fund Deficit Backfill Police / Crime
$754,129 L Prevetion / 911
5% Response Times
Risk Mitigation 51 633,099
Reserve ° .
$3,000,000 ~_— Youth & Senior
21% Programs / Project
$235,849
2%
Economic Development Parks & Street
$2‘21267°/1193 Main Programs
? $2,497,742
18%
Technology / City Facility
Customer Service / Efficiencies Investments
$2,482,169 $1,355,683
17% 10%

Since Measure F’s passage, the City has continued to improve its
operational efficiency, implement technology, apply for and receive
new grants, and experience the benefits of an improving economy.

WHAT WERE MEASURE F GOALS:

(1) Save critical City services and temporarily stop further
cuts (2) Fund, improve, and reinstate key city services

The first words of the Measure F ballot language make it clear that
Measure F funds were to be used “to offset / prevent future budget
cuts”. Measure F has acted as a supplement to the General Fund to
ensure that important general City services such as street maintenance,
police patrol, park maintenance, and youth and senior programs

did not suffer further cuts. Over the past seven (7) years, Measure

F has delivered a direct, beneficial impact on our community:

e Saved critical City services and temporarily stopped
further cuts (and filled the annual deficit);

¢ Funded, improved, and reinstated key public safety, recreation
and economic development programs and services; and

¢ |nvested in one-time projects to reduce on-going costs
/ increase revenues and invested in City infrastructure
and technology to improve efficiencies.

This report summarizes the use of Measure F funds in the FY 2017-2018.

Measure F funded a number of programs in our Police department to

further the City’s goals and improve safety services Citywide. Most notable

is the formation of the Police Department’s “Novato Response Team”,
or NRT. This concept, initially funded by a 3-year Department of Justice
grant, consists of three full-time sworn police officers and a Management

Measure F
saved critical
City services
and temporarily
stopped
further cuts
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Analyst. The team flexibly responds to a variety of neighborhood and
quality of life issues, and addresses crime trends in Novato as they happen.
The NRT team has tackled issues such as gangs, graffiti, prostitution,

. vandalism, and auto theft. The team also works closely with the owners
ygﬁgg% (I}:Rslll\jIIFl,EPI?F?I.ErVSI.ENTION of apartment complexes throughout Novato on the county’s first “Crime
Free Multi-Family Housing Program”. The success of the program has
led to the certification of several multi-family properties resulting in a
significant reduction of calls for service as compared to previous years.

Services paid for by Measure F include
crime analysis, Computer Crimes Task
Force, emergency planning, and more
customer service hours for the public. Police — The Police Department funded several other programs

with Measure F resources, including an ongoing Emergency Services
contract with the Novato Fire Protection District and an additional

officer assigned to the Northern California Computer Crimes Task Force
(“NC3TF”). During the recession, the City eliminated its Emergency
Services Manager position, leaving no dedicated resources for emergency
planning and preparedness. Since the City maintains a joint emergency
operations center with the Fire District, the two agencies have opted

to share the cost of a contract individual to continue organizing

and leading Novato emergency response preparedness efforts.

The City had provided a Police Officer to the NC3TF, and Measure F
funded 22% of the officer’s salary and benefits and related supplies and
equipment. The officer provided specialized investigative services for high
tech crimes, benefiting Novato residents with this highly technical training.
Department of Justice Community Oriented Policing Servicing (COPS)
grant, funds the remaining 78% of the respective costs and expires

in the 18/19 fiscal year. The position was eliminated on 12/31/17.

Youth, Senior and Recreation Programs — Services for both Novato’s
youth and senior populations were another focus of the ballot language of
Measure F. Measure F funds brought on-campus afterschool programs to

MEASURE F SUPPORTS:
YOUTH & SENIOR PROGRAMS

Measure F funds youth & senior financial select Novato schools in a partnership with Novato Unified School District.
assistance for the City's recreational programs, o . .

and capital improvements to improve City Beginning in 2015/16, the City increased funding for low-income and
facilities including the Hill Recreational Area. at-risk youth access to recreation programs. These funds enhance

scholarship opportunities for underprivileged families and increase
programs for these important target populations. The City continues to
fund these programs and in FY 18/19 increased its budget from $25,000
to $30,000 for grants to low-income families and at-risk youth.

The Fiscal Sustainability Plan process identified several improvements that
will increase recreational amenities for residents, reduce ongoing operating
costs and generate additional ongoing revenue for Novato. Funded by
Measure F in conjunction with several other sources, these improvements
will significantly improve the Hill Recreation area adjacent to the Margaret
Todd Senior Center. The Hill Master Plan improvements include bocce
ball and pickle ball courts, a synthetic turf sports field, upgraded parking,
and ADA accessibility improvements. The synthetic turf sports field will
replace one existing athletic field and will reduce watering, maintenance,
and increase the year-round availability of the field. The improvements at
Hill are anticipated to make the facility more usable for the community year-
round and generate additional revenue and maintenance cost-savings.

Parks and Street Maintenance — Since its inception, Measure F
has funded maintenance workers that have helped offset the over
30% in reductions that occurred in this area during the recession.

In 2011/12, two maintenance workers were funded on a temporary
basis, and in 2012/13 and 2013/14, that number was reduced to one
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funded maintenance worker. Beginning in 2014/2015, the original two
maintenance workers have been included in the core staffing going
forward with the assistance of the new countywide Measure A parks
sales tax. In 2016/2017, two additional maintenance workers positions
were funded from Measure F to bring staffing levels back closer to
where they were before the recession. Additionally, in 2016/17, one-time
funds were added to enhance the City’s streets crack-filling program for
raising the Pavement Conditions Index (PCI) and to complete various
special and seasonal parks and island improvements. These additions
have supplemented and augmented the quality of the landscape, park,
median, and street maintenance throughout Novato that otherwise would
have declined even further had Measure F dollars not been available.

In addition, for FY17/18, the City continued its contract with the
Novato Downtown Streets Team (DST). All the Team Members are
volunteers who are homeless or at-risk of becoming homeless.
Furthermore, the Downtown Streets Team has the inherent public
benefit of a cleaner community engaging in beautification projects such
as performing debris removal in the downtown corridor of Novato.

Three (3) capital improvement projects were initiated in 2014/15, funded
by Measure F. They were designed to address pedestrian safety, traffic
safety, and energy efficiency. The City began a pedestrian crossing
safety pilot program to research the safety of crosswalks throughout
Novato, recommend the most critical crossings to upgrade, and provide
information about what types of crossing upgrades are most suitable to
each location. The project also included funding to install two test sites.
Measure F also funded the design of a traffic signal improvement project
to install battery backup and appropriate ADA improvements for all 31
City-owned traffic signals. All of these measures improve street safety and
maintenance for Novato. The three capital improvement projects were
completed in FY2016/17. During FY2017/18, Public Works engineers
had a 120V relay that electronically opens and closes traffic signal
circuits installed at the recently opened Redwood Boulevard and Grant
Avenue Transit Center Station to facilitate Marin Transit driver training.

In 2015/16, several grant-funded projects moved forward with the
assistance of Measure F matching funds to improve pathways to schools.

The City also moved ahead with the third phase of its Streetlight Conversion
Program, changing out all remaining streetlights to more energy-efficient
LED bulbs. This project, identified in the Fiscal Sustainability Plan, will
translate to significant ongoing energy savings for the City of at least
$130,000 per year and growing over time. Due to these significant

savings, this project was expanded in 2016/17 to add conversion of

the lighting at City facilities to energy-efficient LED fixtures. In 2017/18,
work began at The Landing at the Hamilton Field to remove and dispose

of existing lamps and install new 34W Cree LED retrofit assemblies.

Technology and City Operations — A significant new investment for

the City which began in 2014/15 has been the first phase of projects
identified in the Information Technology Master Plan. While Novato’s
network infrastructure is current, a number of Novato’s software systems
are either non-existent or over ten years old. A comprehensive review of the
IT infrastructure was done in 2012 and 2013 to identify all City technology
needs over a four-year period, prioritize those needs, establish budgets,
and stage them for implementation. For FY 2017/2018, staff has allotted

MEASURE F SUPPORTS:
PARKS & STREET MAINTENANCE

Measure F helps the City to leverage
regional funding for Safe-Pathways-to-
Schools projects and other crosswalk
and pedestrian safety improvements.
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MEASURE F SUPPORTS:
ECONOMIC DEVELOPMENT

Through the Hamilton Base Reuse Program,
the City initiated a RFP process for the
Commissary site which resulted in exclusive
negotiations for purchase and redevelopment.

The City's Economic Development team
launched choosenovato.com to continue to
attract business and encourage retention and
expansion to ensure a business-friendly Novato.

approximately $2.4M in both carry-over and new funding to the research,
planning, and implementation of several major new technologies.

Accomplishments made in 2017/18 City technology projects include:
¢ Enhanced customer service:

» Completed the Implementation of a new Parks
and Recreation software system, including online
registrations for classes and programs

¢ Internal efficiencies:

» Completed the Finance ERP implementation
with Tyler Technologies, a vendor specializing
in public sector software solutions.

= This replaced the City’s 20-year-old Finance / Payroll software
and began implementation of the Financial Management module;

» Launched Dell Remote Access Controller with Lifecycle
Controller that provides a secure means to automate a
large group of common server management tasks.

» Contracted with Intentional Business Solutions to provide
payment card security and compliance consulting for
Parks, Recreation, and Community Services

» Geographic Information System training from Vestra

Economic Development — As part of a broader economic development
strategy, the City identified the Hamilton Base Reuse, and leveraged
several different funding sources, including Measure F, to purchase over
90 acres of hilltop open space for $500,000. This property surrounds the
Marin Valley Mobile Country Club, an affordable senior community, and
overlooks the Hamilton area and the wetlands west of Novato. This open
space is utilized to trade development restrictions on some of the City’s
historic dilapidated buildings in Hamilton (such as the old Officers Club and
Theater buildings) in order to complete the renovation and improvements to
the Hamilton neighborhood. The City successfully completed this transition
process, and in FY2016/17, began working with the Hamilton community
on the vision for these historic properties. In 2018, the City successfully
initiated an RFP process that culminated with an Exclusive Negotiation
Agreement for the Commissary site for potentially $6 million dollars.

Measure F funds have been strategically used to identify companies
looking to relocate or expand, worked and supported new and existing
local businesses to find quality commercial space in Novato, and
participated in regional outreach opportunities to targeted areas.

The Economic Development program has also championed
the “Shop Local Novato” campaign, featuring a robust website
and marketing campaign encouraging residents to shop here
first and support their local Novato businesses. The Shop Local
website and social media continued updates during 2017/18,
featuring local businesses and adding fresh content regularly.

Ensuring a business-friendly environment for Novato by attracting business
here, encouraging business retention and expansion has also been a
major focus of the Economic Development staff over the last 18 months.
While our focus on the biotech sector remains a priority, our City staff

has also been making sure that key properties in our downtown as well
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as other business areas in our footprint have tenants by meeting with
various stakeholders in support of their siting and expansion plans has
been integral to our efforts. Stakeholder outreach includes owners of
local businesses as well as business owners looking to relocate here,
property owners, the Novato Chamber of Commerce, the Tourism
and Government Affairs Committees, the Downtown Novato Business
Association and the Economic Development Advisory Commission.

Investing in Novato’s Fiscal Health and Stability

Future Risk and Economic Reserve Funds — As part of the 2014/15
budget, the City Council set aside $3 million in Measure F funds as a

Risk Mitigation Reserve to guard against some future unknown costs or
events. The economy has improved, but the City continues to proceed
with caution. Separate from the City’s “Emergency & Disaster Response
Reserve”, this balance is set aside for mitigating economic impacts, State
takeaways, unexpected pension investment losses, or future unforeseen
mandatory expenses, among other contingencies. During fiscal year
2017/18, per City Council direction, the Risk Mitigation Reserve was
formally moved from the Measure F fund to a separate, dedicated reserve.

Future Community Projects - As part of the 2017/18 budget, the City
Council approved using $3 million of unallocated Measure F funds over
two fiscal years toward the Hill Recreation Area project, and $1 million to
acquire a fully integrated Computer-Aided Dispatch / Records Management
System (CAD / RMS) for the Police Department. This system will replace
the contract with Marin County that provides similar services offsite.

2018/19 Measure F Budget

In June 2018, the City Council adopted the FY 2018/19 budget.
Several limited term positions will continue to be funded from
Measure F, including the Hamilton Base Reuse Director, Management
Analyst, Business Analyst, Police Dispatcher, Police Records Clerk,
Police Administrative Clerk, and two Maintenance Workers.

In addition, the budget supports a grant writer, the outsourcing of business
license administration, a cannabis market study, building permitting
software, and improvements to the Granicus meeting streaming functionality.

Measure C and Long-Term Sustainability for Novato

Since Measure F was adopted in 2010, the City Council has made it a priority
to plan for and ultimately achieve long-term fiscal sustainability. Substantial
research during 2012 and 2013 for the Fiscal Sustainability Plan highlighted a
number of important financial realities for Novato. The Plan highlights what is
different about Novato’s situation compared to pre-recession times, and what
the key fiscal issues will be for Novato as it looks to a sustainable future with
high quality of life services.

¢ Infrastructure is aging and needs appropriate maintenance and
repair at levels desired by residents, requiring an investment of
over $1 million annually to fund pothole repair, street and park
maintenance, and maintenance of key City infrastructure.

¢ Increases in staff compensation to be more competitive in the
labor market will enhance the City’s ability to attract and retain a
talented workforce; reduce training costs and loss of institutional
knowledge; and enhance service delivery and quality over time.
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¢ Regional competition for quality retail and economic
development projects is strong and as a community, Novato
has limited commercially zoned spaces remaining.

¢ As a mostly built-out community, Novato will not have the
large infusion of planning fees, permit fees, and development
fees that occur with large projects that have historically
helped to fund capital projects and amenities.

As a response to these issues and a recognition of Novato’s financial
challenges in the future, the City completed a multi-year planning process to
chart the City’s future course for both a fiscally and operationally sustainable
Novato for the long term. The “Fiscal Sustainability Plan” adopted by the
City Council in February 2014 provided staff with a roadmap for the future
and allowed staff to take action to ensure fiscal sustainability. The Plan

also anticipated and assumed that new ongoing revenue sources would

be implemented in Novato to help fund these initiatives and programs at

the conclusion of Measure F. As part of the new 3 year Strategic Plan

for FY18/19 through FY20/21, staff will be initiating a review and update

of this Fiscal Sustainability Plan under the “A City that Works” section.

In 2015, the City Council unanimously placed Measure C, a ¥4 cent sales
tax (lasting for at least 20 years), on the ballot. Measure C was subsequently
approved in November 2015 by 73% of Novato voters. While lower than

the %2 cent generated by Measure F, Measure C provides the City with a
minimal amount of revenue to help prevent the City from future budget
deficits. Measure C allows the City to maintain some basic services at a
minimal level; however, there is very little ability to increase services and

no ability to increase staffing levels. Measure C provides $2.5 million in
annual revenue to fund general City services and maintain service levels.

With the expiration of Measure F tax measure, Council incorporated
the Measure C oversight responsibilities into a modified Committee,
named the “Novato Citizens Finance Advisory / Oversight Committee.”
The Committee encourages the City Council to have further
discussions surrounding fiscal sustainability in the near future.

Conclusion

Adoption of the Measure F sales tax was crucial in addressing the
financial crisis and bringing much-needed interim financial stability to
Novato. An essential component of the City’s effort to ensure long-
term fiscal and organizational sustainability, Measure F protected vital
City services and allowed the City to continue to provide high-quality
services. It prevented significant budget and service cuts that would
have otherwise occurred, reinstated staff positions that were previously
cut, and funded important services and programs for public safety,
maintenance and infrastructure, economic development and youth

and seniors. Measure F also helped the City take advantage of grant
opportunities and invest in the City’s economic growth and development.

For FY2018/19, there is a projected $943,000 residual fund
balance. The fund balance can be allocated to several projects,
including but not limited to: the PD Computer —Aided Dispatch &
Records Management System and the Technology Planning and
Efficiencies related CIP projects. Now, with Measure C in place,
staff will work very closely with the Committee to develop strategies
for revenue generation and fiscal sustainability in future years.
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Balancing the demands of infrastructure replacement and investment;
service delivery and program staffing levels; and maintaining
competitive pay and benefits to retain a talented workforce will be an
ongoing challenge for Novato. The City Council and staff will need to
continue monitoring the five-year forecast and make prudent budget
decisions to balance General Fund revenues and expenditures.

After conducting a review of the Measure F revenues and expenditures
for fiscal year 2017/18, this Annual Report is respectfully submitted

to the Novato City Council and the Novato community by the

Novato Citizens Finance Advisory / Oversight Committee.

NOVATO CITIZENS
FINANCE ADVISORY /
OVERSIGHT COMMITTEE

Tim O'Connor, Chair

Regina Bianucci Rus, Vice Chair
David Bentley

Caitrin Devine

Cris MacKenzie

Rafelina Maglio

Mark Milberg
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