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MARIN EMERGENCY RADIO AUTHORITY 
c/o Novato Fire Protection District 

95 Rowland Way, Novato, CA  94945 

PHONE:  (415) 878-2690  FAX:  (415) 878-2660 

                                                     

                                                                                                                                          DRAFT:  8/27/12 
 

MERA STRATEGIC PLAN GOVERNANCE WORK GROUP, 

FINANCE COMMITTEE AND OUTREACH SUBCOMMITTEE 
 

MINUTES OF AUGUST 8, 2012 JOINT MEETING 
 

A. Call to Order 

 

The meeting was called to order by Facilitator Robinson at 2:05 p.m. on August 8, 2012, in 

Conference Room 315 at the Marin Civic Center.  Robinson, with concurrence from the 

Committees, reordered Item C after Item E.  The minutes will reflect the order of the Items as 

they appear on the Agenda. 

 

Committee Members Present: 

 

County of Marin Matthew Hymel (Governance & Finance) 

Town of Ross Tom Gaffney (Finance) 

City of Novato Dave Jeffries (Alternate) (Outreach) 

County Sheriff Robert Doyle (Outreach) 

Tiburon Fire Protection District Richard Pearce (Governance) 

Marin County Transit District David Rzepinski (Finance) 

Twin Cities Police Authority Todd Cusimano (Outreach) 

 

Committee Members Absent: 

 

Inverness Public Utility District Scott McMorrow (Governance) 

City of Larkspur Robert Sinnott (Outreach) 

City of San Rafael Diana Bishop (Outreach) 

City of Sausalito Jennifer Tejada (Outreach) 

 

Staff and Consultants Present: 

 

MERA Executive Officer Maureen Cassingham 

MERA General Counsel Jim Karpiak 

CBG Communications, Inc. Tom Robinson  

Indie Politics/Price Campaign Solutions Dan Mullen/Terry Price 

 

B. Minutes from March 1, 2012 Joint Meeting of MERA Strategic Plan Groups 

M/S/P Pearce/Gaffney to approve the minutes from the March 1, 2012 Joint  Meeting of 

MERA Strategic Plan Groups as presented.   

 

AYES: All  

NAYS: None 

ABSTENTIONS: Cusimano and Jeffries 

Motion carried. 
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C. Update from Governance Work Group (Pearce) 

 

1. Board Approval of Amendment No. 5 to Joint Powers Authority Agreement Creating 

the Marin Emergency Radio Authority Re: Executive Board 

 

2. Amended and Restated Bylaws  

 

Pearce reported the MERA Board approved JPA Amendment No. 5 and Amended 

Bylaws on June 20, 2012, which create the new Executive Board governance 

structure as recommended by the Governance Work Group.  These approvals reflect 

the culmination of 18 months of work by the Group.  He thanked Robinson and 

Cassingham for facilitating and supporting their efforts. 

 

3. Newly Constituted Executive Board 

 

 Status of Board Member Selection 

 

Cassingham reported the completed appointments of Hymel–Marin County, 

Doyle–Marin County Sheriff, Gray–San Rafael, Pearce–Fire Service, Cusimano–

Police Departments, Stutsman–Ross Valley Cities/Towns, McCann–Southern 

Marin Cities/Towns, and Hogan–Special Districts.  City of Novato’s appointment 

will be made on August 21. 

 

 First Scheduled Meeting 

 

The Executive Board’s first meeting is on September 12, 2012. 

 

 Other 

 

None. 

 

4. Other Information Items 

 

None. 

 

D. Update from Finance Subcommittee (Hymel) 

 

1. Fiscal Year 2012/13 Capital Improvement Plan 

 

Hymel summarized Tackabery’s updated report dated August 8, 2012, on the 

FY12-13 MERA CIP; $50,000 was approved by the Board with the DPW System 

Analysis Agreement including $16,000 for Tomales, $10,000 for Martha, and 

$20,000 for the Feasibility Study. 

 

The Tomales site needs to be secured for coverage and will be implemented as part of 

the Next Gen development.  Martha is also a coverage issue with the site hopefully to 

be secured as part of the development.  If we obtain the site, the antenna should be 
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installed right away.  Hymel clarified with that the Feasibility Study relates to the 

Next Gen System. 

 

On July 18 the Finance Committee reviewed other potential capital projects in the 

Plan.  Hymel noted the Marin Transit/Command Mutual Aid Conventional Channel 

Project includes grant-funded equipment and needs $23,000 for implementation.  He 

said this project is in our best interests and should be funded.  Hymel and Revere 

reviewed the proposed Project Manager position for the Next Gen System Funding 

Initiative.  MERA’s current administrative and operations staffing is set up for  

maintenance.  The $50M Next Gen System Project needs a position that takes 

ownership over all its components, coordinates the components and public safety 

leadership and speaks for the project but not be its sole spokesperson.  They see the 

position as key to the success of this large project. 

 

Hymel said another project is the parcel equivalents study for the parcel tax proposal 

being discussed by the Finance Committee.  Cost is estimated at $35,000. He also 

discussed the North County site needed for the Next Gen System, which should be 

studied like Tomales before proceeding with a parcel tax.  Estimated funding total is 

$100,000 including $50,000 in FY12/13.  The Report also cites the need for grant 

writing services preceding a ballot measure to demonstrate effort to obtain grants.  

Budget for this is $50,000.  Another project is the current system obsolescence study 

which would identify investments needed to keep it operational awaiting Next Gen.  

 

Hymel said this Report should be considered an update on these projects.  Doyle said 

grants are about timing, noting expenditure requirements within short timelines that 

may or may not coincide with the replacement system.  Hymel clarified that 

applications take time and additional cost to undertake.  Analysis of when these 

opportunities are available and the amount that could be generated would be part of 

these services. Gaffney said pursuit of grants before a parcel tax will demonstrate 

effort to find other funding sources.  Pearce noted we need to be aware of matching 

requirements. 

 

2. Discussion of MERA System Replacement Financing 

 

Karpiak referred to his memo on this dated July 31, 2012.  Other financing options 

have been ruled out for various reasons except for a parcel tax which the County 

would need to levy since MERA has no taxing authority.  Next steps would be for 

MERA to approve this option and approach the County accordingly.  The new system 

would be financed by bonds which MERA would issue as it did with the current 

system.  He said it is critical to get Executive and Governing Board policy approval 

of this approach which would trigger policy decisions and work by the County 

followed by the educational effort to support a measure. Hymel said the County 

would want this request supported by all the MERA members.  These steps should be 

included in the draft timeline.  Pearce said it is very important to include the dispatch 

centers in the project budget.  Hymel added that the Next Gen system prime site 

would be in the new Emergency Operations Center.  Pearce requested a discussion of 

this before finalizing the project budget. 

 

 



Strategic Plan Governance Work Group, Finance Committee and Outreach Subcommittee 

Minutes of August 8, 2012 

Page 4 

 

MERA Strategic Plan Joint Meeting Minutes 08-08-12 draft 08-27-12 

3. Discussion of Strategic Plan Funding Alternatives/Tables 

 

Gaffney reviewed the Alternatives Chart 1 and attached Tables dated July 23, 2012.  

He described possible funds sources.  A property tax could be levied by the County 

but it would have to issue the bonds.  A parcel tax could be levied by the County and 

MERA would issue bonds.  A 2/3 vote would be required.  A decision needs to be 

made, but the Finance Committee has zeroed in on a parcel tax.  A General 

Obligation bond is a challenge due to assessment equivalency.  Doyle asked about 

renters’ participation in a tax. Gaffney said they would pay indirectly since the 

property pays. 

 

Hymel said this would need to be seen as a MERA parcel tax not a County tax.  

MERA would present this to the County as a public safety response measure.  

Gaffney said we would need resolutions from all the MERA members urging the 

County to place this on the ballot. 

 

Gaffney discussed Table 1, which is the County’s project cost estimate of $46M and 

average facilities life.  MERA cannot sell bonds for longer than the average life of 

facilities.  He noted $16M+ of the total is for radios.  A decision is needed on how 

many radios will be funded by the bonds and how radios will be allocated to the 

members.  Weighted average facility life with radios is 11.3 years and bond term is 

18 years.  Without radios, average facility life is 16.3 years and bond term is 25 years.  

The longer the bonds, the lower the parcel tax, so reducing radio cost would reduce 

the bonds.  Radios however, will need funding to make the System work.  Hymel said 

the assumption is for members to continue paying for operating costs.  Members 

cannot afford capital replacement costs, which is why we need a parcel tax.  Proposed 

funding for the Next Gen System would come from a combination of a parcel tax, 

member contributions and grants.  Gaffney noted bonds could refund the current bank 

loan which would abate $225,000 in annual local costs.  Cusimano asked for a 

breakdown of the $2.2M in the project budget for staff support.  Gaffney and Hymel 

interpreted these costs for County staff implementation of the new system.  A 

breakdown can be provided. 

 

Gaffney discussed Table 2 on Estimated Number of Equivalent Parcels, noting this 

must be studied by a consultant.  He estimates 105,000 equivalent parcels.  Table 3 

estimates the annual cost per equivalent parcel at $37.  Table 4 provides a preliminary 

schedule which requires Bond Counsel input.  Hymel said a G.O. bond is less flexible 

on the use of funds and not a good alternative.  Gaffney clarified that a parcel tax can 

only fund what the measure permits including pay-as-you-go.  A parcel tax in 

November 2014 will be collected in December 2015.  Hymel said 55% is collected 

with the first payment.  Mullen added that a June 2014 measure would be certified in 

July and get on the tax roll, providing an extra year of cash flow. Pearce noted the 

MMWD fire flow project’s success at $75 per parcel for 18 years.  

 

4. Other Information Items 

 

None 
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E. Update from Outreach Subcommittee (Cusimano) 

 

1. Draft MERA Next Generation System Outreach Plan – August 1, 201 

2. Discussion of Next Gen Project Manager 

3. Fall Workshop and Public Information Presentations 

 

      Cusimano turned the overview of the Plan to Mullen and Price noting the need for    

      clarification about the Project Manager role, the tight timeline especially with the Fall  

      Workshop and importance of timely Joint Committee feedback.  Mullen reviewed the  

      Plan goal, objectives, strategy, and management and coordination of the outreach   

      effort.  Success depends on the unanimous support of all MERA member agencies.   

      They recommended creation of a Project Oversight Subcommittee and discussed its  

       membership, noting this group could take the Outreach Subcommittee’s place.   

       Oversight would focus on internal and external communications, technology and  

       financing.  The Outreach Team would be the working group assigned to be peer  

       liaisons with MERA members.  It is unclear how the Project Manager would be  

       integrated with this structure and what the responsibilities and reporting relationship  

       would be. The Plan presents a decentralized approach which would couple local  

       public safety to work with centralized technical and finance resource people. 

 

Mullen discussed the proposed MERA Member Workshop in late September/October 

and summarized its content.  He is looking for input today since this is only eight 

weeks away and much work remains to be done on the program and materials.  

Workshop materials and interactions will be used as a basis for next year’s polling 

and external communications.  Mullen reviewed the remainder of the outreach 

timeline and tasks through March/July of 2014 depending on the election date.  This 

schedule reflects the time required to work with so many agencies.   

 

Cusimano agreed our timeline with the Workshop poses a challenge, but we have to 

start the education of our members as soon as possible and this is that opportunity.  

He supports the peer training concept of police and fire chiefs who know their 

councils and communities best.  They will need technical resources to help them and 

this may be where the Project Manager could be of help along with part-time 

administrative staff member to support the chiefs.  He inquired about a job 

description for this position, who would supervise it and how it would fit in our 

current organization chart and the Draft Outreach Plan.  He asked whether this would 

be a full-time or part-time position and when it would be hired.  Cusimano said 

Outreach has inquired about expanding Cassingham’s role and providing more 

support for her.  These matters need to be resolved before the Workshop or it should 

be postponed.  Rzepinski said the proposed position should be aboard by the 

Workshop.  Cusimano concurred that we need a clear organization chart with all the 

players in place.  Hymel clarified that the Project Manager would not come from 

DPW.  He said we are proposing a $50M project that will require the coordination of 

25 members.  We have an Executive Officer spending 15 hours per week on current 

system administration and a MERA President and Committee Chairs with full-time 

jobs. This high risk project will require dedicated time and effort from someone who 

has the respect of the public safety community and who can keep it on task and on 

time.  He favors dedicated ownership versus a decentralized approach. 
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Revere said this project needs one person with strategic background to guide it, 

possibly reporting to the President.  This is beyond the maintenance of what we have.  

Mullen supports this person having daily oversight by the Executive Officer.  Revere 

said, whatever the oversight, we need someone who will be around in five years, 

including the Executive Officer, whereas this may not be the case with the President.  

Hymel said we discussed a retired police or fire chief, who might be available to 

serve in this role, noting the importance of a public safety background.  If amenable 

to the Joint Committees, a position description will be developed that would focus on 

implementation of this Project.  Mullen envisioned the position being added to the 

proposed Outreach Team.  Hymel said outreach would be one of the position’s 

responsibilities along with member agency and DPW coordination and general 

project administration/logistics. Technical project management would be provided by 

the County.  Gaffney suggested that Mullen and Price could report or be advisory to 

this position.  Hymel clarified that this would not be a construction manager nor a 

sole spokesperson but possibly a Deputy Executive Officer in charge of and 

accountable for the Next Gen Project. 

 

Price supports a job description for the position that integrates with the Outreach 

Plan.  He also prefers the peer-to-peer approach versus a single spokesperson as the 

best for outreach.  Cusimano said this is a huge assignment requiring tremendous 

background.  Mullen expressed concern over finding such a person.  Hymel asked 

who will coordinate the member agencies’ resolutions for County placement of the 

measure on the ballot.  Price said he had assumed local safety leaders would assist 

with this.  Gaffney said it is important to have a public safety spokesperson 

supporting the project.  Rzepinski said this position sounds really big, beyond 

spokesperson or administrator.  DPW is tasked to work with the Executive Officer on 

the current system and he asked whether DPW is prepared to back up this new 

position. Cassingham said that the Project Manager concept needs to be integrated 

with the Plan and that success will be based on local public safety leadership working 

with their electeds and communities backed by admin and logistical help.  Hymel 

said we need one person dedicated to Next Gen administrative oversight on behalf of 

the MERA Governing Board. 

 

Given the challenge of identifying one person with these skills, Price asked if this 

work could be done by multiple persons or firms or possibly by a loaned executive 

from one of our agencies.  Pearce said this position might also require the skills of a 

marketing or sales director to assure consistent messaging. Rzepinski said this 

position will require multiple skill sets and Cusimano added that the job tasks will 

change with each project phase.  Hymel said the leader for the Next Gen Project will 

also need to bridge the gap between the bifurcated administration and operation of the 

current system and the project. 

 

Price reiterated the need for project support staff and technical support. Cusimano 

added that a member agency might be able to provide such support. Price and Mullen 

agreed to develop support staff requirements/tasks, hours and timeframe as it relates 

to the Outreach Plan and submit this to Cassingham.  Hymel will work with Revere 

and Cassingham to develop the Next Gen Manager position description. 
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Mullen said this position could be presented at the Workshop.  Hymel supported 

presentation of what we have been discussing at the Workshop. Price also asked for 

additional Executive Officer hours, since her current hours only cover present 

operations, along with support staff for this huge additional project.  Cassingham 

urged buy-in from the new Executive Board before proceeding.  She will work to free 

the Executive Board up on the maintenance side to be of help with the Next Gen 

Project.  Karpiak said the Executive Board should discuss what has transpired at this 

meeting and get their buy-in on the Plan and the Project.  Hymel said they should also 

discuss and approve the Workshop.  Cassingham said Governing Board approval is 

needed thereafter to put all this in motion. Hymel said the MERA members will have 

to endorse the Plan followed by his Board requesting resolutions from the member 

agencies.  Mullen said communications before, during and after the Workshop will 

provide information for the January/February poll. Hymel would seek County Board 

buy-in to this model before the poll.  Mullen said we need Executive Board feedback 

before all this.  Hymel said the Supervisors would want MERA members to come to 

them first.  Karpiak asked if it was critical to the poll whether MERA or the County 

was asking for a tax.  Discussion ensued since MERA cannot levy a tax.  

 

Hymel said the Executive Board should be briefed on this meeting and asked for their 

support of the Workshop before it is scheduled.  Rzepinski said possibly a special 

meeting of the Governing Board should be called before the December regular 

meeting for signoff.  It was agreed that the Workshop be convened as a Governing 

Board meeting, including a vote on the poll and direction on the next steps.  

Cusimano suggested that MERA Governing Board members be encouraged to invite 

their elected and appointed officials to the Workshop.   

 

M/S/P Hymel/Gaffney to request Executive Board review of the Draft Outreach Plan, 

provide input in the Project Manager position and appoint the Project Oversight 

Subcommittee 

 

AYES: All  

NAYS: None 

Motion carried. 

 

It was agreed that the admin support information from Price and Mullen and Project 

Manager job description from Hymel, Revere and Cusimano be presented at the next 

Outreach Subcommittee Meeting. 

 

4. Other Information Items 

 

None. 

 

F. Discussion of Work Product Coordination and Timeline 

 

 Committee Membership Turnover, Possible Merger and Meeting Schedule. 

 

Cassingham briefly reviewed the updated Governing and Executive Board and Strategic 

Plan Committee lists.  She noted recent Board turnover which is a significant impact on 
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MERA leadership and the effect of member shrinking calendars in terms of availability 

for MERA business. 

 

G. Future Joint Meetings 

 

None scheduled at this time. 

 

H. Other Information Items 

 

None. 

 

I. Open Time for Items Not on Agenda 

 

None. 

 

J. Adjournment 

 

 The meeting was adjourned at 3:40 p.m. 

 


