
 
 

 

Board of Supervisors 
 
 
 
 
 
 
 
 
 
 
 

Resource Binder for November, 2011 
Budget & Long-Term Restructuring Workshop 
 

 
 
 
 
 
 
 
 
 
 
 

Tuesday November 15, 2011 
Friends of Marin Room, Marin Center 

2:00 p.m. 
 



Page 1 of 8 
 

 
County of Marin 

OFFICE OF THE COUNTY ADMINISTRATOR 
MEMORANDUM 

 
 
 
DATE:  November 15, 2011 
 
TO:  Board of Supervisors 
 
FROM: Matthew Hymel, County Administrator 
  Joanne Peterson, Director of Human Resources 
 
SUBJECT: Approach for FY 2012-13 and 2013-14 Budget and Data to inform Long Term 

Restructuring Efforts 
 
 
I. OVERVIEW 
 
To effectively adapt to our new fiscal reality, the County is entering its 4th year of a 5-year long term 
restructuring (LTR) effort to reorganize, reduce and refocus services.  Over the last three years, we 
have reduced spending by over $30 million and reduced our workforce by over 200 positions (over 
10%).   
 
Next year there is a lower anticipated budget gap of $3.8 million (or approximately 1% of General Fund 
budget), followed by a larger anticipated gap in FY 2013-14 of $10-$15 million (or 3%-4% of General 
Fund budget).  To address next year’s budget gap, staff is proposing a process focused primarily on 
countywide savings options.  Ideally, this will allow departments time to develop thoughtful policy 
options needed to close the larger projected budget gap in FY 2013-14.  
 
To better inform future budget decisions, departments will be asked to provide 5-year long-term 
restructuring plans to articulate their vision and direction within the context of fewer resources and a 
changing workforce. These plans will set the framework and context for their policy options needed for 
FY 2013-14 and beyond.  
 
The information in this resource binder includes workforce data from Human Resources for all County 
departments, as well as County General Fund budget history and comparison data relating to our 
seven comparable counties.  This information has been provided to departments to help facilitate and 
inform their five-year long-term restructuring plans and budget proposals. 
 
A. FIVE-YEAR PROJECTION AND BUDGET STRATEGY 
The chart on the following page illustrates our updated 5-year General Fund operating budget 
projections. Recall that our initial LTR projection for FY 2009-10 indicated an approximately $50M 
deficit over five years. An updated 5-year projected deficit of $23 million, inclusive of CPI-level COLA 
assumptions for planning purposes only, indicates significant progress in the first three years of our 
LTR process. Risk factors - including state or federal budget cuts; a double-dip recession; increased 
employer pension costs; or slower than projected property tax growth, for example – require us to 
reserve the option to reassess our strategy as events may change. 
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Two-Year Budget Strategy 
With a projected budget gap of $3.8 million next year (or approximately 1% of General Fund budget), 
we plan to include primarily countywide solutions in-lieu of a typical departmental net county cost (NCC) 
reduction scenario process to close next year’s budget gap. FY 2012-13 budget solutions may include: 
 

• Countywide reductions (such as budgeted salary savings, retiree health savings, and/or a 
review of countywide/centralized services); 

• CAO-recommended, department-specific reductions – including attrition management; and/or 
• Early department-initiated reductions for next year.  Similar to this past year’s process, early 

ongoing savings will result in a one-time credit toward the new two-year, 10% NCC targets. 
 
Long-Term Restructuring: 5-Year Vision Plan 
This year’s planning process will include an assessment of each department’s future services and 
programs, and development of a department strategic plan vision for the next 5 years.  Each 
department’s vision plan will include the following elements: 
 

• An evaluation of a department’s: 
o Strengths, Weaknesses, Opportunities, and Risks 

 
• A description of where the department will be in 5 years: 

o Mission extending into the future 
o Changing needs/requirements for programs and services 
o Expected department organizational changes  

 
• Changed strategy for the department’s business model; examples could include: 

o Partnering 
o Reorganizing/consolidating with other departments/agencies/programs 
o Significant Program/Service reduction or elimination 
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Long-Term Restructuring: New Policy Options 
Within the context of these five-year plans, specific policy options will be requested by department for 
FY 2013-14.  While we have made significant progress over the past three years, with a projected 
General Fund operating gap for FY 2013-14 (the second year of our projections) in the $10-$15 million 
range (or 3%-4% of budget), we will need to identify new LTR policy options to close the remainder of 
our 5-year LTR Plan.  To help inform these new departmental LTR policy options, 10% net county cost 
(NCC) department targets will provide context for the scope of savings ultimately required over the two-
year period (see Attachment A).   
 
Analytical effort will therefore be focused this year toward consultative work with departments on new 
two-year LTR policy options to implement ongoing savings beginning July 1, 2013. The goal is for 
departments to identify during this strategic planning process realistic, implementable new LTR policy 
options as an alternative to the more typical NCC reduction scenario budget process.   
 
This two-year budget strategy should allow departments to consider more substantive potential 
changes to their operations or business plan. Informed by the 10% NCC targets over the two-year 
period, these new policy options could include, for example: 
 

• Partnership efforts with local or regional providers; 
• Reduced or eliminated programs or services; and/or 
• Restructuring and consolidation. 

 
In addition, the CAO may propose departmental LTR policy options to the Board for its consideration.  
 
 
 
II. COUNTYWIDE DATA TO SUPPORT LONG TERM RESTRUCTURING EFFORTS 
 
Included in this resource binder is County budget and workforce data.  The intent is to provide 
departments with context regarding their workforce to inform their long-term restructuring options going 
forward. 
 
A. HUMAN RESOURCES WORKFORCE DATA 
Understanding that our employees are Marin County’s greatest asset, representing approximately 70% 
of our budget, departments have been provided with a deeper level of workforce data from the 
Department of Human Resources.  The data is intended to assist in telling the story of our workforce, 
increase our understanding of patterns/trends, and to prepare us to better anticipate risks.  The data 
provided to departments is organized around three elements: talent management, workforce patterns, 
and the risks of losing talent resources. 
 
Talent Management 
Within the area of talent management, a number of observations are worth noting countywide: 
 

1. Budgeted positions have decreased by 10% over the past 4 years. 
2. Regular full time employees have decreased by 7% over the same period. 
3. Regular part time employees have decreased by 31% since FY2007-08. 
4. Use of extra hire employees has increased by 1.4% over the same period. 
5. Talent recruitments have changed significantly since 2007: 

o The number of annual recruitments in down 62% since 2007. 
o During this period, the number of applications has only decreased by 6%. 
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o This pattern indicates that, in 2007, we had an average of 21 applicants responding to 
each recruitment.  Today, we have an average of 53 applicants per recruitment. 

6. The organization has a strong pattern of growing our own talent. 
o Over 50% of our recruitments were filled with internal applicants over the past 4 years. 

7. A significant number of our new hires have work experience as extra hire employees within the 
organization. 

o During the past 4 years, the percentage of new hires that have previously served as 
extra hire employees averaged 26% of our annual recruitments. 

8. The organization often utilizes temporary promotions as a tool to develop staff, provide cross 
training and build their “bench strength.” 

o During the past 3 years we have averaged 76 temporary appointments throughout the 
county. 

Workforce Patterns 
Our current workforce demographics are outlined in the area of Workforce Patterns.  On a countywide 
basis, there are several observations that describe our current talent pool and workforce trends over 
the past 4 years: 
 

1. During the past 4 years, the female workforce has varied between 51% and 54% of the total 
employee base. 

2. Currently, 74% of the workforce identifies themselves as white.  In 1980, 88% of the workforce 
indicated their race as white.  The largest identified minority group is Hispanics, at 12.7% of our 
workforce. 

3. The average age of our workforce is 49, with 5% being under 30 years of age and 18% over 60 
years of age.  Age patterns are very different within each department and are summarized in the 
departmental sections of this resource book. 

4. As of June 30, 2011 the average length of service in our workforce is 12 years.   

Trends reflected over the past 4 years regarding use of employee time include the following: 
 

1. The county’s payroll for regular hours has increased by 2.4% while the actual hours worked 
have decreased by 6.7%.  

2. Overtime hours have decreased by 44% and the cost of overtime has decreased by 33% since 
2007. 

3. Sick Leave utilization has increased by 5.8% during the past 4 years. 

Talent Resource Risk 
A higher level of analysis has been conducted to increase the understanding of potential risks related to 
losing talent and institutional knowledge as our workforce ages.  Recent economic conditions have kept 
employees in the workforce beyond their eligibility for retirement. This pattern, combined with 
downsizing our workforce, can give us a false sense of security related to talent retention.  We have 
provided departments with a deeper level of data to assist in effective succession planning and 
knowledge transfer strategies. Following is a summary of this data: 
 

1. The average turnover rate for the County is 6.9% over the past 4 years. Turnover rates by 
department vary greatly due to reorganizations and age distribution. 
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2. Separations due to retirement have moved between 38% and 54% over the past 4 years.  The 
Voluntary Separation Incentive Program (18%- 22% of total separations) has impacted these 
numbers with increased retirements occurring in the past 2 years. 

3. Looking forward 5 years, the eligibility for retirement will grow to 42% of the workforce.  
Considering the eligibility data, we have analyzed the current patterns for retirement. 

4. The pattern is that miscellaneous employees are retiring at the average age of 61.5 and safety 
employees at 55 years of age.  Given this pattern, we are likely to see 24% of our workforce 
retire during the upcoming 5 years.  

Workforce Data and Long-Term Restructuring 
This deeper knowledge of our workforce patterns has been integrated into the 5-Year Long-Term 
Restructuring Plan, focusing on creating a flatter organization with a more engaged workforce.   
 
In an effort to support organizational design and decision making, we have also provided each 
department with a summary of their span of control.  The county’s overall span of control is 1:4.53.  
This information falls short of our targeted, average standard of 1:7–10. The work required to make 
progress in this area will include a combination of organizational development/design with improvement 
of the core human resource system.  Our antiquated classification/compensation system can be an 
impediment to departments making progress in reaching their desired goals.  The Board’s recent 
adoption of the Workforce Strategic Plan has been embraced as a clear demonstration of our 
investment in revising this core workforce structure.   
 
This resource book contains workforce data specific to each department.  For each department you will 
find the span of control information along with indicators outlined above with departmental data. 
 
 
B. BUDGET HISTORY AND COMPARABLE COUNTY DATA 
The CAO also provides five-year General Fund Proposed Budget history to offer County departments 
additional context to inform their planning efforts.  While detail is provided by department in individual 
departmental tabs, a number of observations at the service area are summarized below. 
 
The attached materials illustrate Marin County budget and FTE information over a five year period, as 
well as a comparison of Marin County FY 2011-12 budget and FTE information to our seven comparable 
counties: Napa, San Mateo, Santa Cruz, San Luis Obispo, Santa Barbara, Sonoma, and Monterey. The 
five year and comparison county data are each presented by service area initially, then by department in 
alphabetical order. 
 
For the comparison county data, efforts have been made to normalize comparisons where possible 
because counties are organized differently; in other cases explanatory notes have been included.  The 
data is intended as a frame of reference more than an absolute comparison. All comparison data is 
sorted consistently on a per capita expenditure basis, indicated with a check mark ( ). 
 
5-Year Marin County General Fund Budget History 

• Spending has been relatively flat over the past five years despite a 10% reduction in position 
count, largely because of rising employee benefit costs. Our spending has increased by an 
average annual amount of 0.9% even though we have reduced our annual spending by over $30 
million since FY 2007-08. 

• Average annual revenues have grown only 0.6% since FY 2007-08. 
• Public Safety has the highest average annual percent expenditure gain at 3.1% per year, and 

Administration and Finance has the lowest at -0.7% (negative growth).  



Page 6 of 8 
 

• Health & Human Services experienced the largest average annual FTE change at -3.9% per year, 
while the Community Development & Public Works service area experienced the least FTE 
change with an annualized rate of -1.0%. 

 
Per Capita Spending Analysis vs. Comparison Counties 

• Overall, Marin is the 3rd lowest in per capita expenditure and employee count among our 
comparable counties ($1,730 per resident and 79.8 FTE per 10,000 residents). 

• Health & Human Services service area has the 3rd lowest per capita expenditure ($579 per 
resident), but also has the highest per capita Net County Cost ($162) among our comparable 
counties.  Given that Marin has less poverty, this is likely because Marin provides General Fund 
overmatch for many state and federally funded programs. 

• Marin’s Public Safety service area is the 3rd highest in per capita expenditures ($368 per 
resident), and Marin is the safest of our comparison counties in terms of violent crime. 

• Marin has the 2nd highest per capita expenditure in the Administration & Finance service area 
($201 per resident), which may be partly due to Marin’s centralized organizational models for 
Information Technology and Human Resources services. 

• Marin is second lowest in the Community Development and Public Works service area ($215 per 
resident), but there is great variability among comparable counties due to varying program 
responsibilities and funding sources. 

• Marin is highest in per capita expenditure for the Community Services service area ($100 per 
resident), which may be the case partially because we fund Marin Center operations which is 
unique among our comparable counties. 
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For additional and more specific information on Human Resources workforce data and CAO budget and 
comparable County data, please reference individual departmental detail in your resource binder, and 
Countywide and service area detail in the Countywide Data section of your resource binder. 
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III. NEXT STEPS 
 
County staff will issue instructions before Thanksgiving for the Budget, Managing for Results (MFR), and 
Long-Term Restructuring efforts.  Our next workshop with your Board would occur in April, 2012, where 
departments will have the opportunity to present their MFR/performance plans, five-year vision, and LTR 
policy options for FY 2013-14 and beyond. In addition, the CAO will outline countywide and other budget 
reductions to balance next year’s budget. 
 
County staff will plan to present to your Board the FY 2012-13 Proposed Budget Tuesday, June 5, 2012.  
Budget hearings are planned for Monday, June 18 and Wednesday, June 20, after which we will 
recommend that your Board adopt the Final Budget for FY 2012-13.   
 
Below is a brief schedule of important dates: 
 
 

2011  
• November 15 BOS workshop on LTR/budget strategy 
• November 21 (week of) Issue Budget, LTR and MFR instructions to 

departments 
2012  
• February 10  Departments submit 5-Year Vision, LTR Policy 

Options, and FY 2012-13 Performance Plans 
• February-March CAO review and discussion with departments/ 

Mid-year meetings with CAO 
• April 16 & 18 BOS workshops to review performance plans 

and budget reductions 
• June 5 FY 2012-13 Proposed Budget presented to BOS 

and public 
• June 18 & 20 BOS adopts Final Budget after hearings 
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