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Dear Reader:
Welcome to the inaugural issue of the USA Strategics Report. Our bimonthly newsletter
shares powerful ideas, information, and strategies for entrepreneurial and eﬀective
leadership and management in the private, public, and non-profit sectors.
The publication provides practical, actionable advice for executives, elected oﬃcials, managers, and
administrators. It focuses on information to help them adapt to changing realities and new challenges.
Moreover, it shows them how to operate eﬀectively in an era of diminished resources but rising demands…and
still deliver results for citizens, customers, and stakeholders.
That’s why proven approaches like service-agency consolidation and others have captured such widespread
interest. And it’s why we cover the latest news, trends, developments, innovations, and more.
Our writers oﬀer a seasoned perspective, authentic knowledge, and deep insight—all gained from extensive
experience and expertise in top roles in business, government (all levels), and non-profit organizations. Because
we know what it’s like being on the front line, we know that the right advice or knowledge is indispensable. It’s
the reason we aim to provide relevant content for subscribers presented in a highly readable style and format.
Oﬀering more than 200 years of combined professional experience, our core team understands one
thing—every community or organization has its own identity and personality. These are the attributes that
drive America’s pioneering spirit and provide the energy and creativity to move us all forward even under the
worst economic conditions.
With this understanding, we ask ourselves: How does the USA Strategics Report apply to you? We do the
digging…ask relevant questions…and share real experiences. So when you read about Elkhart County, Indiana,
and about its history and will to survive, it’s not just what we think, but what key leaders in that community
have to say about the pains they have endured and the triumphs they have achieved.
We talked to the mayor, sheriﬀ, councilman, and city manager of the City of Snohomish, Washington.
In our story, we share the emotions and challenges they have faced in disbanding and contracting out their
small-town police department. We all learn from each other, and we all benefit from the creativity and
perseverance of these and other communities that tell us their stories. Their advice and lessons are invaluable.
That’s what USA Strategics Report is about. It delivers the information that matters to you...and gives you the
power to drive the changes and results that matter most to your organization.
It’s our honor to have you join us. Together, we can help shape a new American era.
With best regards,

M. Scott Sotebeer, PhD
Founder | Managing Editor | Publisher
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A New American Era
M. Scott Sotebeer, PhD

This first edition of the USA Strategics Report is a forum for addressing the
changes taking place in our lives and organizational structures in America.
I originally intended to spend my ink for this inaugural issue by defining what
service-agency consolidations are and why you should care.
However, a newspaper article about my home county moved me in the direction
of bringing to life the underlying driver of this forum: change. So this
introduction tells the story about my heartland hometown of Elkhart,
Indiana—and what change really means when community survival is at stake.
If you have never heard of Elkhart, let me tell you what it used to be. When my
father looked for places to relocate after returning from World War II, this
small midwestern city among the cornfields of Indiana was perfectly situated to
attract a generation of new entrepreneurs.
Only 90 miles from Chicago and not much farther from Detroit, this storied
city born of the Shawnee Indian chief of the same name gained industrial fame
in the 20th century for building the most modern railroad switching yard in
America—a rail yard that would forever help to revolutionize rail logistics and
cross-continental commerce.
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14 Handling the Response to Change

Elkhart’s long history also included the Underground Railroad, the founding of
Speedy Alka-Seltzer, One-a-Day Vitamins, Anacin, and C.G. Conn, along with
gaining the irrefutable reputation as the band instrument capital of the world.
If that was not enough, this same city of under 45,000 residents also boomed on
through the 60s, 70s, and 80s to become the manufactured housing and
recreational vehicle capital of the world with more per-capita millionaires than
any other city in America.

The point? Except for the aging railroad yards, these companies are completely
gone or are merely a shadow of their former glory. The dreams and life’s work of
generations have been wiped out, mostly by global competition and crushing
domestic economic pressures. During the 2008 presidential election, Elkhart
suﬀered mercilessly under the political spotlight, serving as the poster child for
the highest unemployment rate in the nation…and the depths of community
misery and hopelessness. It was painful to see on the national news.
Despite the real despair, I have learned that the Greatest Generation’s children
and their children have not given up on Elkhart. They have changed. They have
taken charge and innovated, and they are continually looking for ways to rebuild
a civic, cultural, economic, and operational foundation that just might move this
small city back to the future.
I would not have believed it if I had not seen it with my own eyes this summer.
A once-shuttered Main Street again boasts glimmering storefront windows that
peer into the heart of new investment and youthful hope. Elkhart was clean and
alive. For the first time in my life I could see the bottom of both rivers that run
through the city, trash was picked up, and parks were all smartly mowed.
And in spite of the millions of still-vacant square feet of industrial capacity
throughout the city and county, stubbornly high unemployment, and
underemployment, there were signs everywhere of commerce and potential.
Some people even were saying that Notre Dame University (10 miles away) just
might start to win football games again. Amid the obvious social fatigue, there
was a fighting spirit and will in the air that was as true as north on the compass.
I had not realized all this had emerged over a few years. So what happened?
What I have discovered is that Elkhart, like the State of Indiana and many
other states and communities across the country, had learned a sobering truth at
the precipice of disaster: It had to change or perish.
There was no likely return to $1.50 per-gallon gas to fuel an insatiable domestic
demand for motor homes and RVs. Drug companies and large band instrument
makers moved forever out of state and oﬀshore, and one of the oldest labor
strikes in the country simply faded away along with the bitterness and
resentment that drove it. And as Detroit went, so went the region.
Largely unemployed and struggling citizens made it clear that there were no
new revenue sources to keep the basics of government growing or even moving.
Meanwhile, the cost of providing government services also increased in parallel
with fuel, healthcare, and bureaucratic infrastructure.
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As corn farmers became ethanol feedstock producers and Hummers kept
moving down the production line in the next county, community leaders of all
stripes realized that the way out was through that same kind of innovation and
persistence. The notion that reducing, repurposing, and reprogramming public
assets of all shapes and sizes could be achieved through consolidation was a
necessity born of the present state and future outlook.
Some call it “LEAN.” Others call it downsizing or rightsizing. Regardless of the
term, I saw real hope, focus, and determination in Elkhart County, Indiana.
There they are happy to explain the potential and results of collaboration and
consolidation by any name.
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“Consolidation is territorial and political. But citizens want us to change. They
want to see us use what we have in new ways,” said Elkhart County Board of
Commissioners President Terry Rodino. “Whether it is using idle school buses
to create regional public transportation or deploying low-level oﬀenders on
work release to clean and maintain our parks, the citizens have been telling us to
put our underutilized resources to work. We listened,” Rodino continued.
Change is painful—especially when things are already diﬃcult and there are no
ironclad guarantees that the new order sought is going to unfold exactly as
planned. But this is truly a new era in America. Doing nothing is not an option.
My father’s city exists no more. My brothers’ children have inherited it, and they
want their city to live and thrive for their children. They are willing not only to
rethink and help reshape how their government does business but also to
actively engage in the entire process required to realize the future they want.
They will work for it—and it all makes one think about what is still possible.
With that, our job here at USA Strategics Report is to provide credible and useful
information to those among us who are both interested in and responsible for
successfully designing and implementing that “new day.” Elkhart is not a
myth—so our mission going forward will be to challenge and inspire you with
what can be.

Trends & Perspectives
Consolidation: The Basics
Editorial Staﬀ
The concept of consolidation will be a key and periodic focus of the USA
Strategics Report. A basic knowledge of what consolidation may entail, across a
range of possible definitions and operational models, is critical to understanding
the value and application of this eﬃciency-enhancing and cost-saving approach.
New York is one of several states leading the public consolidation movement.
Legislators there enacted a law to guide units of government considering
consolidations (such as between cities, towns, villages, townships, and fire
districts, etc.) and define the organizational outcome of these eﬀorts.
New York law states that: “Consolidation shall mean either (a) the combination
of two or more local government entities resulting in the termination of the
existence of each of the entities to be consolidated and the creation of a new
entity which assumes jurisdiction over all of the terminated entities, or (b) the
combination of two or more local government entities resulting in the
termination of the existence of all but one of the entities which shall absorb the
terminated entity or entities.”
This definition covers the combination of two local governments and can
apply to the consolidation of two or more local government agencies such as
courts, police, parks, fire, library, or water districts. The USA Strategics Report
focuses exclusively on service-agency-related consolidations and not on
intergovernmental-unit consolidations. The use of the term “sharing” appears
broadly and interchangeably across the consolidation landscape and includes:
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• Shared services: Combined or shared functions and resources across multiple
jurisdictions (e.g., formal and informal agreements across a range of services
from road plowing and maintenance to law enforcement task forces and
emergency services management and dispatching).
• Merger-consolidation: Used interchangeably where two or more service
units form a single, expanded unit (Agency X merges into and is absorbed by
agency Y, e.g., Colorado Parks and State Wildlife).
• Regionalization: Smaller sub-units (e.g., townships and boroughs) within a
larger local political subdivision (e.g., county) form a single, regional
operational unit that may have multiple points of oversight (e.g., Northern
York County, Pennsylvania Regional Police).
• Metropolitan or consolidated districts: Multiple jurisdictions combine
regionally across multiple units of government (e.g., cities and county or
counties) to form a single, legal operating unit (e.g., metropolitan services or
districts such as the Hartford, Connecticut MDC for sewer and water).
• Contracting: One entity contracts with another for the provision of specific
services (e.g., City of Snohomish, Washington contracting with the
Snohomish County Sheriﬀ for police services).
These definitions may be basic and oversimplified. The aim, however, is to
provide the critical and most commonly used terms, both in theory and in
practice, around the broader subject of consolidation. Across diﬀerent states and
regions, there may be other definitions as well as models.
With a working knowledge of the diﬀerent models or types of consolidations,
elected oﬃcials, managers, and administrators are better equipped to explore
various approaches and evaluate their benefits and feasibility as they consider
the needs and priorities of their organization.

In Fresno County, the courts were forced to quickly explore
options to reduce costs and increase eﬃciencies. Given the
dire financial condition, court leaders decided that closing
and consolidating multiple court facilities would result in
substantial budget savings.

The Dilemma of the Courts:
A Tale of Two Counties
Tricia Crozier
As courts are finding out, the impact of the sluggish
economy, plummeting revenues, and taxpayer demands for
significant spending reductions is hitting the stable,
conservative court systems. They are no longer exempt from
the brunt of budget cutbacks and the painful choices and
changes they bring.

Once that decision was made, notice was given to the
community that seven suburban courthouses would be closed
and their services transferred to the main courthouse in
downtown Fresno. These closures occurred in late July and
early August of this year.

To most, the responses of the court systems to this challenge
seem logical and measured. But to systems resistant to
change, they are unthinkable and radical.

Court oﬃcials believe this consolidation will lead to new
operational eﬃciencies. The court pledged to do its best to
minimize the overall impact and make the transition as
smooth as possible. This situation warrants monitoring.

California courts, for example, are confronting a full-blown
crisis. Court leaders there are grappling with a staggering
$544 million budget cut due to the state’s financial crisis. The
recession, unemployment, growing budget deficits, and the
second highest foreclosure rate in the nation have
contributed to the current budget woes. The latest cuts only
compound the impact of funding reductions that have
been unrelenting since 2009. (View the video at
http://tinyurl.com/JudicialDiscussion)

Meanwhile, the criminal justice systems in Yakima County,
Washington are also facing unprecedented budget cuts. The
elimination of contract inmates at the county jail has resulted
in substantial revenue losses, requiring criminal justice
entities to trim their budgets. Like California, these new cuts
are on top of recession-driven reductions sustained over
several years.
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Robyn Berndt, Yakima County Court administrator, said,
“…it’s been a nightmare—every year we have cut, and we’re
anticipating another $545,000 reduction in 2013. In all three
courts, we have gone from 145 employees down to 128.”

Fresno and Yakima Counties underscore the growing trend
and threats that many court systems increasingly face today.
Despite drastic budget cutbacks, court leaders in these two
counties are showing their resilience and resourcefulness in
responding to the new challenges and changed operating
environment. By implementing consolidation initiatives and
identifying innovative methods, they are trying to meet their
public-service mission.

Yakima County took the lead several years ago in
consolidating administrative functions across the Superior,
Juvenile, and District Courts. Human resources
responsibilities were also consolidated. In addition, the courts
are currently consolidating separate financial units,
management employees, and supervisory staﬀ.

But many court funders still don’t recognize a threat.
Observers warn that government providers need to come to
grips with the reality of the “new normal” for a once-stable,
“business-as-usual” world. Courts and the entire criminal
justice system are now being targeted to share the sacrifice
and pain of funding cuts that government agencies have
endured for years.

Berndt had plans to move forward with technology
improvements but explains that, “I don’t have people or
funding to move forward.” The administrator added,
“…morale issues are extremely diﬃcult as staﬀ has been
cut across all the courts.”

The most eﬀective approach for managing the fiscal
challenges that confront courts, observers advise, is to
address them proactively. Consolidation and other strategic
cost-cutting measures implemented early can mean the
diﬀerence between courts that are reducing services and
personnel and struggling to keep their doors open and those
that are meeting their mission and thriving despite
funding cutbacks.

The Yakima County Court administrator said she has been
directed to focus on further streamlining systems. This is
especially challenging, she noted, in a county that has already
merged many of the administrative functions of the Superior
and District Courts.
Like Fresno County, Yakima County has been forced to
reduce public access and business hours at the District Court
and Superior Court Clerks’ oﬃces. Court leaders are seriously
challenged. They are endeavoring to adapt and change as they
seek to keep the courthouse doors open and continue their
work to see that justice is served.

Federal Update
Measures Target Government
Reform and Cost Savings
Drew Hiatt
Legislation introduced in Congress takes aim at overhauling government by
eliminating waste, duplication, and ineﬃciency. The latest bills, one in the U.S.
Senate and the other in the U.S. House of Representatives, would restore
executive authority to consolidate various federal departments and agencies to
achieve these goals and produce cost savings.
Sponsored by Senator Joseph Lieberman (I-CT), the “Reforming and
Consolidating Government Act of 2012” (S. 2129) would reinstate the authority
that previous U.S. Presidents had from 1932 to 1984 to reorganize the federal
government. Under his bill, any plan a President would propose must decrease
the number of executive agencies and result in cost savings.
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Reorganization proposals submitted by the President would be fast-tracked
through Congress without amendments or filibusters intended to delay or derail
their passage. The reorganization authority granted to the President would expire
after two years, giving the chief executive limited time in which to act while also
addressing congressional concerns about the potential abuse of such power.
S. 2129 was referred to the Senate Committee on Homeland Security and
Governmental Aﬀairs, which Lieberman chairs. At a committee hearing, the
Connecticut lawmaker expressed the view that his legislation would “...help
reduce duplication and improve the eﬀectiveness and eﬃciency of the federal
government.” No further action on the bill was scheduled as of press time.
Representative John Barrow (D-GA) introduced the “Government Agency
Reform Act of 2012” (H.R. 4409). Like the Senate bill, his proposal would give
the President the authority to submit a plan to Congress for improving the
eﬃciency of government by consolidating agencies.
“My bill would save taxpayer dollars from being wasted, while improving the
quality of services folks get from a smaller and more manageable federal
government,” said Representative Barrow. H.R. 4409 is pending before the
House Committee on Oversight and Government. The outlook for action on
the bill is unclear.
The Senate and House measures will expire at the end of the 112th Congress
without enactment and must be reintroduced in the 113th Congress. Regardless
of the final outcome of the bills, Washington observers agree that the
proposals—and others like them—are contributing to the focus and dialogue in
Congress on government reform and, specifically, on consolidation as a way to
reduce costs and generate savings.

Funding for the agency has taken a huge hit, with some
congressional critics questioning its mission and programs as
COPS grants have run out and police oﬃcers have been laid
oﬀ nationwide. Others have expressed concern that the
COPS Oﬃce’s main function is to dole out grants. They warn
this practice is not financially sustainable for the long haul.

Is the COPS Oﬃce
Reinventing Itself ?
Editorial Staﬀ
The Oﬃce of Community Oriented Policing, or COPS
Oﬃce, at the U.S. Department of Justice is charting a new
course for its partnership with America’s law enforcement
community.

The agency finds itself facing the realities and challenges of a
changed economic and political environment. Amid these
changes, the COPS Oﬃce is seeking to reinvent itself to
remain relevant and responsive to the needs of its
constituency but also to the concerns of Congress.

Congress established the COPS Oﬃce in 1994 with a
mission to advance public safety through community
policing. It achieves this principally through research,
information sharing, and grant funding to law enforcement.
The agency is known for putting more than 100,000 police
oﬃcers back on the streets and driving important initiatives
such as the school resource oﬃcer program, tribal policing,
and law enforcement technology development.

Mr. Bernard Melekian, director of the COPS Oﬃce and the
former police chief of Pasadena, California, is aware of the
impetus and imperative for change to respond to the needs,
realities, and challenges inside and outside of his agency. He
is leading internal changes to improve accountability, wise use
of taxpayer funds, leveraged return on investments, and
belt-tightening and eﬃciency measures. He is also steering
the agency in new directions and shifting its focus.

For several years, the agency and its programs received strong
support from Congress. Yet in the last few years, despite
continued backing from many in Congress and law
enforcement, the agency has come under fire.
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and I believe the next few years will be a period of significant
innovation. Moving forward, the challenge will be balancing
the public’s expectations and demands on police with a
department’s fiscal capacity to perform its core mission.”

He acknowledged that this is sometimes the case but pointed
out that often agencies can consolidate their core services
such as SWAT, Air Operations, or Major Crimes into a
regional service. “This saves funds without losing the sense of
local control,” he added.

He sees ways in which local law enforcement can adapt to
this new reality and how the COPS Oﬃce can help.
Melekian cites four key areas where the agency and law
enforcement can collaborate: 1) enhancing the use of
technology, 2) creating public-private partnerships, 3)
promoting regionalization and consolidation, and 4)
increasing the number of civilians and volunteers.

Despite a few critics in Congress, Melekian gets high marks
from other congressional lawmakers and law enforcement for
his eﬀorts to reshape the agency. Many predict his new vision
and innovative strategies will enable the COPS Oﬃce to
strengthen community policing and enhance public safety in
an ever-changing environment.

The director is not afraid to address sensitive topics such as
consolidation and regionalization. In seeking to dispel
misconceptions and allay concerns about these cost-saving
strategies, Melekian said: “A major shift is the consolidation
and regionalization around core functions or entire
departments. Regionalization is often confused with a loss of
agency identity,” said Melekian.

GAO Study Recommends Increased
Collaboration, Consolidation in Federal
Housing Programs
A study by the U.S. Government Accountability Oﬃce (GAO) says a
patchwork of housing assistance programs spread across multiple federal
agencies could benefit from increased collaboration and possible consolidation.
Representatives Judy Biggert (R-Il) and Shelley Moore Capito (R-WV)
requested the study. They chair subcommittees of the House Financial Services
Committee which oversees a part of the vast federal housing program portfolio.
According to the congressional watchdog agency, significant overlap and
fragmentation exist in 160 federal housing programs. Its report said “…fiscal
realities raise questions about the eﬃciency of multiple housing programs and
activities across federal agencies with similar goals, products, and sometimes
parallel delivery systems.”
The study identifies opportunities to increase collaboration and pursue
consolidation of housing programs across various federal agencies. These
approaches, the report concludes, could result in greater eﬃciencies and
cost savings.
To download the report, click on: http://tinyurl.com/gao12-554

USA StrategicsSM Report | November-December 2012

7

Spotlight on Practice
One City Takes a Bold Step
Toward Change with Consolidation
M. Scott Sotebeer, PhD
Exclusive Interview with Mayor Karen Guzak, Sheriﬀ John
Lovick, Councilman Tom Hamilton, and City Manager
Larry Bauman of the City of Snohomish, Washington
Regional media news stories in 2011 talked of one thing: the
loss of a small municipal police department that had been
around for more than a century. Loss of control. Loss of
identity. Loss of a piece of the city’s culture and history.
These were the underlying themes of a nearly yearlong debate
and battle in Snohomish, Washington, a city of 9,000 people.

Sheriﬀ ’s Oﬃce that it never could have aﬀorded on its own.
“This required a great deal of political patience, but, in the
end, we have a better level of service, happy employees and
community, and we are saving over $350,000 per year,” added
the mayor.
City Manager Bauman said that the savings will actually
double in five years, including reducing insurance costs in the
risk pool. “We have avoided significant layoﬀs with growing
annualized savings going directly to our general fund,”
Bauman commented.

Those feelings expressed by citizens and the media
confronted the mayor, city council, city manager, and
Snohomish County sheriﬀ. The challenge was to rationalize
why, beyond economics, a community had to relinquish its
police oﬃcers and become part of the Snohomish County
Sheriﬀ ’s Oﬃce. Citizens were upset. Politicians were unsure.

Key provisions of the contract partnership included retaining
the police department’s identity and logo, developing a plan
for how the city would be policed, and being able to select a
new chief from a pool of qualified Sheriﬀ ’s Oﬃce candidates
and city oﬃcers.

“Citizens believed that our identity was being disrupted.
These were raw feelings of emotional connection to their
police department,” said City Manager Larry Bauman. It was
a diﬃcult decision to create a contract partnership with the
Snohomish County Sheriﬀ ’s Oﬃce—but the city leadership
knew it was a significant option that would save taxpayers
more than $2 million over the next several years.

“We do have control and a great police department that the
citizens still see as their own,” explained Snohomish City
Councilman Tom Hamilton. “We did our homework, had the
uncomfortable public conversations and debates, and, in the
end, stood shoulder to shoulder as a community to make a
permanent change. I am proud of this city.”

Anticipated savings would be used to maintain municipal
parks and other critical quality-of-life services. And the new
partnership would help preserve the community’s standards
and expectations of law enforcement. But the emotions that
drove the public fear of losing something far outweighed the
potential benefits and savings the sheriﬀ and local supporters
of the proposal were trying to oﬀer the city and citizens.

Today, Sheriﬀ Lovick is also proud of the fact that the
relationship is providing opportunities for those police
oﬃcers who remained with the department. He credits the
job satisfaction of the retained oﬃcers to early engagement
with their union, which resulted in a unanimous vote of
approval by the city’s police guild to become Sheriﬀ ’s Oﬃce
deputies and remain Snohomish City cops.

“People repeated over and over that they were afraid they
were going to lose control if they went with us in a contract
partnership, but they could not tell me what that meant,” said
Snohomish County Sheriﬀ John Lovick. Like many
consolidation or merger eﬀorts, raw emotion, rumors, myths,
and political pressures were powerful forces throughout the
process. These widely recognized forces can directly impact
critical decision-making or derail a consolidation eﬀort.

“We have plenty of work to do. But I am still amazed at the
number of people who come up to me after nearly a year and
ask me when the sheriﬀ is going to take over,” said Lovick.
“It has been a seamless transition, and I could not be more
proud of my deputies, the citizens, and the leadership of the
city in going all in to make this work,” he concluded.

“We had to get beyond the pure emotion and get people to
address the pros and cons in a rational, fact-based manner,”
noted Snohomish City Mayor Karen Guzak. A year since the
consolidation, Guzak observed, the city has access to
specialized regional police resources and expertise from the
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State & Local Government Roundup
City Revenues Continue to Decline
Briahna Taylor, Esq.
In September, the National League of Cities (NLC) released a comprehensive
report on the fiscal condition of cities. It projects that municipal revenues for
2012 will decrease, marking the sixth consecutive year of decline. The downward
trend reflects a new reality, even with modest economic improvement, that cities
need to heed. A bleak revenue outlook will force cities to redouble their eﬀorts
to eliminate ineﬃciencies, identify cost savings, and implement strategies such
as consolidation.
Contributing to this new reality is the fact that cities’ dwindling revenues are
not based on the local economy alone. NLC’s report indicates that nearly half of
all cities have received reduced state payments. That’s because states, facing their
own fiscal woes, have had to revamp their budgets, choosing to scale back or
eliminate funding to cities in the process.
This is also consistent with the trickle-down eﬀect that flows from the cuts in
federal spending which are invariably passed to the states and localities in
several ways. Even with an improved economy, it is unlikely that state funding
for cities will be restored to pre-recession levels. This signals another new reality
or perhaps a paradigm shift.
According to the NLC report, the city revenue decline projected for 2012
appears to impact all cities, regardless of whether a jurisdiction relies on
property, sales, or income taxes for its revenue. On top of this, municipal costs
have increased. As a national trend, public employee healthcare benefit and
pension expenses have jumped, while infrastructure and public safety demands
have also risen. If this trend continues, the revenue gap which cities, counties,
states, and other units of local government face will only widen.
Nearly half of all jurisdictions have responded to another year of shrinking
revenues by reducing employee costs through hiring freezes, furloughs, layoﬀs,
labor contract revisions, and wage and healthcare benefit decreases.
Additionally, infrastructure projects continue to be delayed.
Cities know these measures have limited eﬀectiveness. They also realize that the
root problems plaguing them require deeper changes if there is to be a
manageable and sustainable impact. That’s why the six-year trend and mounting
worries about the future are pushing cities to aggressively pursue options like
consolidation as proven solutions to deal with their fiscal crisis.
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Is Washington State Beginning to
Let Go of Populism?
Briahna Taylor, Esq.
Washington State’s long tradition of populism, a fusion of
several political philosophies emphasizing grassroots
democracy, is interwoven through its constitution and nearly
every structure of government. This shifts power and control
to the local level through a multitude of special purpose
districts or independent taxing districts.
Nearly every government service in the state can be
administered through a separate district with an independent
elected or appointed board and with its own taxing authority.
According to the 2007 U.S. Census, Washington State
ranked tenth in the number of special purpose districts.
Its 1,229 taxing authorities include fire, cemetery, irrigation,
and flood control, among others. Until now, this puzzle-piece
system of service delivery has worked. In fact, some have
even taken great pride in this model because it guarantees
significant local control.
This began to change with the recession in 2008. As tax
revenues declined, the cost ineﬃciencies in Washington’s
populist entities became obvious. Each district has its own
layers of administration, with precious taxpayer dollars
funding each layer and likely resulting in redundancies.
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At about the same time, taxpayers and elected leaders began
viewing special purpose districts and their costly, duplicative
layers of government and administration with skepticism.
Now, four years later, the state legislature has launched a
Joint Legislative Committee on Junior Taxing Districts.
This panel is examining the state’s populist roots and making
strong arguments for abandoning special purpose districts.
But letting go of more than 100 years of tradition is not easy.
Examining and consolidating special purpose districts is on
the rise nationally. In 2007, the United States had 37,381 of
these taxing entities. Not surprisingly, and perhaps due to the
large numbers, special district consolidations have outpaced
other similar resizing exercises over the past five years. Such
eﬀorts around the country may provide Washington State’s
Joint Legislative Committee and others with useful models
to study and apply.
Proponents suggest that Washington State may find, as
others have, that consolidation targeting the plethora of
independent special purpose authorities may oﬀer one
avenue to help operate within the means that exist today.
It certainly appears that this may be a viable strategy in the
face of dwindling tax revenues, rising program costs, and
persistent citizen calls for spending restraint and budget cuts.
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Ideas That Work

Selling Public Assets and Property
Drew Hiatt
Selling surplus or unused assets and property is one strategy state and local
governments can pursue to generate cash and beef up flat budgets.
That’s the plan of the Board of Supervisors of Loudoun County, Virginia, a
fast-growth jurisdiction 30 miles outside the nation’s capital. It’s selling a
75-acre parcel of a 100-acre tract of prime property it purchased in 2004 with
the intent of using it for a local school site. A developer has oﬀered to buy the
property from the county to build a 750,000-square-foot data center.
Board Chairman Scott K. York (R-At Large) said the property, zoned for
commercial development, has appreciated substantially in value since its original
purchase. The county acquired the 100-acre parcel for about $133,000 per acre.
At a recent board public hearing, it was disclosed that the county plans to sell
the property for $265,000 per acre.
Based on one estimate, the local government stands to reap nearly $10 million
from the planned land sale. The deal has an added bonus. According to another
estimate, the developed property could contribute as much as $16 million in
annual tax receipts to Loudoun County.
“This is not only about selling oﬀ property that’s no longer needed but also
about returning it to the tax rolls, enabling the county to receive additional tax
revenues,” said York.
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Federal Program
Allows State, Local
Government to
Purchase Equipment
and Supplies
The General Services Administration
(GSA), the federal government’s
business manager and purchasing
agent, allows state and local
governments to buy equipment and
supplies to support counter-drug,
homeland security, and emergency
response missions.
Under the 1122 Program, GSA
facilitates access to these resources
through federal procurement channels.
State and local governments can obtain
equipment and supplies at the federal
price, resulting in significant savings.
For information on the program, click
on: http://tinyurl.com/1122Program

Generating Cash from Public Property Leases
For Wireless Broadband Sites
Drew Hiatt
As tax revenues continue to shrink and citizens oppose higher taxes and demand
deeper budget cuts, state and local governments have options they can explore to
generate non-tax revenue. One approach is to lease space to broadband
providers for wireless sites on public lands and buildings.
Many governments, including the federal government, have successfully
implemented this strategy and added revenue to their coﬀers.
“It makes great fiscal sense for state and local governments to lease space for
wireless sites. They have buildings and properties with huge revenue-generating
potential, but they are often unused or underutilized,” said Jason Campbell, a
senior development manager for T-Mobile USA, the nation’s fourth-largest
wireless provider. “We work with them to turn these properties into
income-producing assets.”
Wireless sites consist of antennae and support infrastructure that are mounted
on building rooftops, water towers, light stanchions, or other suitable structures.
Another site alternative is monopoles that have multiple antennae and oﬀer
space for up to four wireless providers. These sites and structures are easily
concealed as flagpoles, hidden in clock towers, and even disguised as trees to
blend aesthetically into the local surroundings.
State and local governments typically sign wireless site lease agreements for five
or more years with renewals that can total up to 30 years. While monthly lease
incomes vary from location to location, according to Campbell, they provide a
source of guaranteed and recurring non-tax revenue to government. Monopoles
with four carriers yield even higher lease payments.
King County, Washington Councilmember Reagan Dunn says that he and his
council colleagues look for opportunities to maximize the financial value of
county assets and property wherever they can. “Leasing space to mobile
providers for wireless sites is one way we’ve been able to achieve this goal and
create a new stream of non-tax revenue. Every dollar in funds we generate this
way helps reduce the burden on taxpayers and the cost of government services
supported by taxpayer funding. It’s worked well,” said Dunn.
Leasing space for wireless sites isn’t a cure-all for state and local governments’
financial troubles. Together with other ideas, however, it is a smart strategy
worth exploring to lessen the impact of revenue shortfalls and budget cuts.
“Government oﬃcials should view this public-private partnership as a
‘win-win,’” said Jane Builder, a senior manager for external aﬀairs with
T-Mobile USA. “In these challenging economic times, these revenues can help
oﬀset declining tax receipts to some extent. The fact is, lease incomes can be
quite substantial over time, and it is well established that wherever wireless
coverage exists, economic activity spikes.”
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Skilled Grant Writers a Key to
Winning Lucrative Grants
Editorial Staﬀ
Governments may have reduced direct funding to various
recipients, but they are still a major source of competitive
grants and assistance for state and local government and
non-profit organizations. They distribute millions of dollars
in funding to applicants annually—often to those that use
professional grant writers to prepare winning proposals.
“Eﬀective grant writers can help organizations secure
available federal and state resources to significantly augment
or support important programs and initiatives,” said Craig
Steinburg, a veteran government contract bid and grant
writer in the Washington, DC area. “In this era of tight
budgets, they provide a competitive edge in vying for
funding opportunities.”
Grant opportunities are plentiful. For example, the
Catalog of Federal Domestic Assistance contains information
on 2,181 federal assistance programs available to state and
local government, Indian tribal government, specialized
groups, and non-profit organizations.
Professionals in the field help clients identify and pursue
grant opportunities—whether from federal or state
government, non-profit organizations, or corporations.
They conduct research, develop a “win” strategy, consult with
subject area experts, write clear and persuasive responses,
and prepare final grant application packages for submission.
Some organizations rely on in-house grant writers who
respond to numerous grant oﬀerings and manage
applications from start to submission. They usually handle a
broad portfolio of grant opportunities. However, experts
point out, these employees are often generalists who may lack
specific knowledge about a grant’s area of focus. This can be a
disadvantage when competitors are using “hired guns” with
extensive experience in a given field.

USA StrategicsSM Report | November-December 2012

Outside grant-writing consultants provide organizations
with the expertise they need. This option is also more cost
eﬀective for many organizations, allowing them to avoid
overhead, taxes, benefits, and other expenses that come with
full-time employees. That’s why many organizations today
choose to hire freelance professionals. Those that do are
reaping great results and cost savings.
“Regardless of whether an organization has an in-house
grant writer or an outside consultant, it’s still a smart
investment with huge potential to obtain critical funds,”
noted Joe Lewis, a grant writer in Seattle, Washington who
works for a county government agency. “The cost of
funds—what an organization must spend to write and win a
grant—is often extremely low compared to the payoﬀ.”
For example, an outside consultant may charge $10,000 to
$20,000 to prepare a proposal for a grant worth $500,000.
If the client secures the grant, the cost of funds in this case
would be minimal but the return on investment enormous
by any measure.
Experts say the decision to work with a grant writer in either
an employee or consultant arrangement requires due
diligence. They advise looking for experienced professionals
with strong research, writing, strategy, and project and time
management skills, as well as with a track record of winning
grant awards.
Governments and non-profits organizations increasingly
recognize the wisdom of embracing innovative approaches
such as grant writing to boost outside funding. Having an
in-house grant writer or hiring an outside professional is
a savvy, competitive move to pursue available
funding opportunities.
USA Strategics Report can refer your organization to
experienced grant writers to assist with your proposals.
Send an inquiry to editor@usastrategics.com with “Grant
Writer Sought” in the subject box and describe your needs.
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Toolbox
It is critical to know how the allocation of these revenue
sources might change under a consolidation model such as
a merger.

Consolidation Finance 101
Jason King and DeWayne Pitts
The process of considering consolidation as a viable
cost-saving and streamlining option for government implies
that there are at least two parties or entities involved.

Another factor to consider is state and local laws governing
the uses of funds and the exchange of services. For instance,
overlap often exists in regional and local service taxes for the
same type of service. Understanding the funding overlaps is
essential and often overlooked (or recognized later, causing
some unnecessary back-tracking) as a precursor to the
consolidation modeling process.

If consolidation takes place within the same organization, it is
likely that the financial structure and protocols related to
intra-agency agreements and cost reimbursement agreements
will be less complicated. But if two separate service units in
individual governments (e.g., courts, parks, police, planning,
etc.) are mulling some form of consolidation, initial financial
considerations need to be addressed.

Elected leaders, administrators, and budget and finance
managers must have an open dialogue about the financial and
regulatory implications of any service consolidation eﬀort.
This knowledge and joint understanding of each entity’s funds
flows and authority will be key to any strategy and
consolidation model. Moreover, it will establish the
framework for not only making sound and informed financial
decisions but also for creating the mutual benefit and trust
relationship needed to make consolidation work.

Before discussing cost savings from consolidation, the
potential partners should clearly identify the funding
structures or revenue sources of their state, county, and specific
unit of government. Is the primary source of funding from
taxes such as property, sales, or other special districts, and how
will these revenues be aﬀected by a potential consolidation?

Handling the Response to Change
Judy Yu
People’s “threat response” is triggered instinctively and immediately at the mere
mention of change. Imagine you are seated on the airplane and have opened your
magazine to read as you wait for other passengers to board. Notice your response
to the flight attendant who tells you, “I’m sorry, but I believe you are in the
wrong seat.”
Certainly something as significant as changing supervisors or losing one’s job
will elicit a negative reaction as soon as people start to think about it. But even
smaller, less threatening changes such as those to an organization, team, goals,
or procedures can also provoke a reaction and cause stress.
Be prepared to deal with this and help people to manage this stress. Give them
time to process the new reality of their altered situation. Explain the scope of the
change and the benefits to the organization and stakeholders that come with the
new vision. And help people identify their options. Give them ways to contribute
to the change process and take ownership of it so that they can feel in control of
their own lives.
With the right approach—communication, understanding, clarity, and
inclusion—leaders, managers, and administrators can help avoid or reduce
employees’ reaction to change and the anxiety and stress it can create.
Engaging with employees in this way can help ease the transition to the new
change. But even more important it can help win the trust and cooperation of
team members who are key to the ultimate success of the new change.
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