
MERA_EC_Draft_Minutes_Regular_Meeting_03-14-12_draft_4-17-12.doc 

MARIN EMERGENCY RADIO AUTHORITY 
c/o Novato Fire Protection District 

95 Rowland Way, Novato, CA  94945 

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

WWW.MERAONLINE.ORG 

                                                                                                                                 Draft:  4/17/12 
 

EXECUTIVE COMMITTEE 
 

MINUTES OF MARCH 14, 2012, REGULAR MEETING 
 

Call to Order: 

 

The meeting was called to order by President Revere on March 14, 2012, at 3:35 p.m. at 

the Novato Fire Protection District Administration Office, Heritage Conference Room, 

95 Rowland Way, Novato, California.   

 

Committee Members (or Alternates) Present: 
 

County of Marin Matthew Hymel 

County of Marin Sheriff Robert Doyle 

City of San Rafael Chris Gray 

City of Novato Jim Berg (Alternate) 

Novato Fire Protection District Marc Revere 

Fire Districts:  At-Large Jim Irving 

Ross Valley Agencies Michael Rock 

 

Committee Members Absent: 
 

Southern Marin Cities/Towns Jim McCann 

 

Nonvoting Members Present: 
 

Marin County Fire Chiefs’ Association Richard Pearce 

Marin County Police Chiefs’ Association   John Rohrbacher 

 

Nonvoting Members Absent: 
 

Marin County Public Works Association Nader Mansourian 

 

Staff Present: 
 

MERA Executive Officer Maureen Cassingham 

MERA Operations Officer/ 

     County Assistant Public Works Director 

Craig Tackabery  

MERA General Counsel Jim Karpiak 

County Communications Engineer Richard Chuck 

Recording Secretary Betty Box 

 

http://www.meraonline.org/
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A. Consent Calendar  

 

All matters on the Consent Calendar are to be approved with one motion unless a 

member of the Committee or the public requests that separate action be taken on 

a specific item. 

 

1. Minutes from January 11, 2012 Executive Committee Regular Meeting 

 

M/S/P  Doyle/Gray to approve Consent Calendar Item 1 as presented. 

 

AYES: All 

NAYS: None 

Motion carried. 

 

B. Executive Officer’s Report (Cassingham) 

 

1. Report #7 on MERA Strategic Plan Implementation  

 

Before proceeding with Report #7, Cassingham introduced MERA’s new 

Administrative Assistant Betty Box who is taking over for Denise Wade.  This is 

her first official meeting after the March 1 MERA meetings where she shared 

support services with Wade. 

 

Report #7 is an update on strategic planning activity since January 11, 2012.  

Noteworthy was the January 20 meeting with President Revere, Vice President 

Hymel and Operations Officer Tackabery regarding an update and timeline for 

construction of the 700MHz replacement system.  What transpired was a sense of 

urgency for proceeding with the project due to diminishing useful life and 

equipment failures with the current system, the 3-5 year construction timeline of the 

replacement system and a possible November 2014 ballot measure to fund it.  She 

said this information was provided to the Outreach Subcommittee on February 7.  

Other matters discussed by Outreach included the draft FAQs and Fact Sheet, 

recommendation of Indie Politics’ proposal for additional consulting services over 

the next 20 to 33 months to Outreach and Finance and possible acceleration of the 

Subcommittee work plan. 

 

Cassingham reported that the Governance Work Group met on February 8 to give 

input to General Counsel on the draft JPA Amendment No. 5 and Restated Bylaws, 

creating their recommended Executive Board.  They also reviewed the draft 

timeline for Executive Committee and Board action on these matters. 

 

Governance, Outreach and Finance met on March 1 to provide critical updates on 

their work to date and efforts to coordinate and accelerate same.  Cassingham 

further reported that an extension of the facilitation and support contract with CBG 

Communications, Inc. for the Governance Work Group, not to exceed $10,000, is 

recommended through the end of this fiscal year when Board action on the JPA 
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Amendment and Bylaws is expected.  Finally, the Finance Committee needs special 

legal advice from General Counsel on tax/assessment authority and fee options to 

fund a replacement system.  Approval of these special legal services, not to exceed 

$10,000, is recommended to provide input and guidance on the viability, next steps 

and timelines for these public financing options.  Karpiak will work with Gaffney 

and Tackabery, who are taking the lead on identifying funding sources and cash-

flow projections, respectively.  As with other Strategic Plan expenses, Cassingham 

said these contracts will be paid from the Replacement Fund.   

 

Revere said the January 20 briefing, in addition to raising the need to accelerate 

efforts to move system replacement forward, also raised the issue of who will 

provide leadership for this project in our communities and the need for succession 

planning for future MERA leadership within our member agencies. 

 

Revere asked about the budget for the proposed Special Legal Services.  

Cassingham replied that she is recommending this as an allocation for legal hourly 

rates and related expenses involved in identifying the best public funding options 

for MERA.  Hymel elaborated that the basic issue is if we have a long-term strategy 

of seeking a parcel tax, we need to proceed in a way where we don’t find out later 

there are legal impediments 

 

M/S/P Hymel/Doyle to receive and file Report #7 on Strategic Plan Implementation as 

presented; approve an extension of CBG Communications, Inc.’s, facilitation 

and support services contract not to exceed $10,000 through the end of the 

fiscal year to complete their work with the Governance Work Group and Joint 

Strategic Plan Committee meetings; and, authorize MERA General Counsel to 

commence providing public finance legal advice to the Finance Committee on 

tax/fees/assessment authority and available options and other related issues, 

not to exceed $10,000. 

 

AYES: All 

NAYS: None 

Motion carried. 

 

2. Proposed Amendment No. 5 to the Joint Powers Agreement Creating the    

              Marin Emergency Radio Authority Re: Executive Board 

 

Cassingham noted that Robinson is participating in this discussion by conference 

call.  She said the proposed JPA Amendment creates the new governance structure 

of an Executive Board developed by the Governance Work Group with input from 

the Outreach Subcommittee, Finance and Executive Committees.  She said the 

proposed new structure represents hundreds of hours of work.  The Amendment 

retains ultimate control over the Authority by the current Governing Board while 

providing for the delegation of day-to-day operations to a 9-member Executive 

Board in accordance with the Governing Board’s annual operating budget and work 

plan.  This change reflects the best practices of like organizations by downsizing 
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membership of their oversight boards and streamlining and improving operations.  

The new structure would also address the redundancy of effort between the current 

MERA Executive Committee and Board.  The new Executive Board could meet 

more frequently if needed, while the Governing Board would meet annually to 

adopt the budget and work plan.  Should the structure not work as planned, the 

Governing Board could change it.  

 

Cassingham reviewed the Executive Board composition of one representative from 

the County; the Marin County Sheriff, City of San Rafael, City of Novato, Fire 

Services, Police Departments, Ross Valley Cities and Towns, Southern Marin 

Cities and Towns and Special Districts, which is similar to the composition of the 

current Executive Committee. 

 

3. Proposed Marin Emergency Radio Authority Amended and Restated Bylaws 

 

Cassingham noted that the proposed revisions to the Bylaws reflect the proposed 

JPA Amendment.  Gray asked if these changes required member agency approval.  

Karpiak said 2/3 vote of the Board is required for adoption.  Cassingham clarified 

that there had been discussion of a 5-member Executive Board, with Pearce noting 

that this may be possible in the future based on the performance of the 9-member 

Executive Board. 

 

Karpiak summarized Amendment No. 5 which creates the Executive Board but 

does not fundamentally change the powers of the Governing Board.  He said the 

only issues that came up in the design of these documents was whether or not 

Executive Board members should be required to be Governing Board members and 

the selection process for the Executive Board.  The current selection process for 

members of the Executive Committee is reflected in these documents for the most 

part, with the exception of the Special Districts.  Unlike cities and towns, 

representatives of Special Districts do not meet regularly or have much contact with 

one another. 

 

Karpiak said the revised Bylaws companion document has been provided in redline 

and clean formats to show the proposed changes.  Most of the redlining reflects 

how the delegation to the Executive Board works.  The Governing Board would 

retain authority over issuance of debt and litigation while delegating contracts and 

the like to the Executive Board.  Through the history of MERA, these proposed 

delegated matters have had to go to the Executive Committee and the Board.  He 

noted that provisions have been provided for Special Governing Board meetings 

should it want to get involved in an Executive Board matter. 

 

Karpiak said the process for amending the JPA and Bylaws has been conformed to 

reflect the same 30-day notice process, 2/3 vote and one-meeting requirement.  At 

this time, notice of Bylaws changes requires 10 days and two successive Board 

meetings to effect changes.  Cassingham reviewed the tentative timeline for these 

matters which affords time for Board members to review them with their agencies.  



MERA Executive Committee  

Minutes of Regular Meeting:  March 14, 2012 

Page 5 

 

MERA_EC_Draft_Minutes_Regular_Meeting_03-14-12_draft_4-17-12.doc 

She will distribute the proposed JPA Amendment, Bylaws revisions and timeline on 

March 15, based on Executive Committee direction at today’s meeting.  Robinson 

has prepared FAQs for these items, which will be included in this distribution.  

Cassingham provided copies to the Committee.  In response to whether the full 

MERA Board has been informed about the governance changes, she said the Board 

in December authorized the Governance Work Group to proceed with development 

of a new structure.  Revere noted that Strategic Plan initiatives have been under 

discussion for some time along with development of regular reports on the progress 

of implementation. 

 

M/S/P  Gray/Rock to recommend Board approval of Proposed Amendment No. 5 to 

the Joint Powers Agreement Creating the Marin Emergency Radio Authority 

and approval of the Proposed MERA Amended and Restated Bylaws which are 

consistent with Amendment No. 5 Creating an Executive Board. 

 

AYES: All 

NAYS: None 

Motion carried. 

 

4. Proposal for Additional Communications and Long-Term Consulting Services    

              and Timeline – Indie Politics 

 

Cassingham said this proposal represents Phase 2 of Indie Politics consulting 

services to the Outreach Subcommittee.  Tasks and deliverables, not to exceed 

$75,000, are to be provided over the next 20 to 33 months leading to the 

implementation of a public education and outreach campaign for MERA.  She said 

copies of the draft FAQs and Fact Sheet have been distributed by Kreins and, once 

finalized, will be a key part of our internal communications about system 

replacement.  Price and Mullen are working with Tackabery on technology 

information to be added to both drafts.  Source of funding for these services is the 

Replacement Fund which has been charged for all Strategic Plan related costs to 

date. 

 

M/S/P  Doyle/Irving to approve the proposal from Indie Politics, dated January 12, 

2012 for Additional Communications and Long-Term Funding Consulting 

Services and Timeline, not to exceed $75,000 as recommended by the Outreach 

Subcommittee. 

 

AYES: All 

NAYS: None 

Motion carried. 

 

5. Proposed Technical Services Agreement between MERA and County of Marin 

 

Cassingham reported that the Proposed Technical Services and System Analysis 

Agreements were presented to the Finance Committee for their comments on March 



MERA Executive Committee  

Minutes of Regular Meeting:  March 14, 2012 

Page 6 

 

MERA_EC_Draft_Minutes_Regular_Meeting_03-14-12_draft_4-17-12.doc 

1 and the related staff reports have been revised accordingly.  The 3-year Technical 

Services Agreement ends on June 30.  Page 1 of the staff report summarizes current 

annual DPW training, technical and administrative costs and breaks down staff 

hours and rates for those services.  The current total annual hours of service are 

1,157 with 60% or 694.2 expended on general administrative and 40% or 462.8 

expended on capital projects administration.  The Finance Committee asked for 

another column to be added to Page 2 with FY11-12 costs for comparative 

purposes.  She noted that the costs for general administrative services will increase 

from $88,290 to $150,042 or 68%+.  Tackabery advised this increase is due to an 

increase in workload for Communications Maintenance personnel including more 

coordination because of more  users and more requests, technology changes, 

management of the Service Level Agreement staff due to the aging of the system, 

technical contracts management and increased billing administration and contracts 

management.  Due to this increase, Cassingham recommends this area of service be 

provided on a not-to-exceed basis and recalculated periodically based on actual time 

spent.  DPW has undertaken these audits to estimate time spent for the current and 

proposed agreements.  This would give MERA the opportunity to track these costs 

and make adjustments to control them. 

 

Cassingham said the next agenda item separates and addresses capital projects 

administration.  Heretofore, general and capital projects administration costs have 

been addressed in the Technical Services Operating Agreement but accounted for in 

separate funds.  For easier accountability and to satisfy the Auditor, capital project 

costs are covered in the proposed System Analysis Agreement. 

 

Doyle asked where the hourly rates come from.  Gray said they are fully burdened 

rates.  Hymel noted the rates include benefits like pension and health.  Rock 

inquired about the County Public Works Director spending 9 hours per week on 

MERA.  It was clarified that this was the prior Director under the current contract.  

The proposed contract estimates 6 hours per week for the Operations Officer.  Gray 

asked about the overall value of the MERA system in relation to the cost of 

maintenance. Cassingham said the initial cost of the MERA system was $27M; 

however, she couldn’t estimate its current value.  Gray said he looks at this as a 

necessary cost of protecting our investment, which is deteriorating as it is aging, 

requiring more critical services. 

 

Hymel said he had inquired of Tackabery about the increased cost, change in hours 

and why it was occurring.  He was told the Communications Maintenance position 

has been spending more time on the system, which was not previously 

compensated, so this is why the request for added funds is being made.  Tackabery 

said the hours reflected the estimate from 3 years ago which has not been adjusted 

since then.  Review of the hours adjusted the Operations Officer downward and 

increased Communications Maintenance.  Doyle said he wasn’t questioning the 

time, just the background on the hourly rates in comparison to the hourly rate of a 

Deputy Sheriff.  Gray noted that the review of the hours identifies the time required 

to get the job done at the respective levels. 
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Hymel asked Cassingham for clarification of her “not-to-exceed” recommendation 

for general administrative costs, noting DPW will not get funded if, for example, 

they are $10,000 under but don’t receive funding if their costs are $10,000 over.  

The proposed dollar amount is the budget but if more time is expended, the County 

just absorbs it.  Hymel asked if periodic audits show more time is spent, the County 

should have a chance to recover those costs.  Cassingham said the intention, based 

on the dramatic increase in cost, is to determine what is happening and give the 

Executive and Operations Officers a chance to look at that category of expense.  

Hymel said he wants the opportunity to come back for an adjustment if more hours 

are being spent.  He said the County does not want to make money on this, so if 

funds are not spent that is fine, but conversely, the County does not want to lose 

money on its services.  Thus far, the annual allotment was established and the 

County just covered what needed to be done.  Rock said we need a policy to assure 

how this will work, such as if you are over or under, this is how it will be handled.  

He asked how do we anticipate or budget if much more time is needed for system 

oversight.   

 

Revere noted how his District budgets for overtime, which if exceeded, 

management determines what needs to be done.  He said Cassingham is seeking a 

way to analyze what is happening with general administrative costs and determine 

if MERA is causing more hours.  Hymel said he accepts the recommendation and 

detail required to track time spent, but it must also address any overages which the 

County cannot absorb. 

 

Rock asked Karpiak if we could add language to the proposed Agreement that 

could address this.  Karpiak said with the change from a flat rate for administrative 

services to not-to-exceed, there is already a provision for amendment of the 

agreement if more services were required above the cap.  If a more elaborate 

process was desired to deal with overage and underage, and when you could come 

back, he would work on that.  Gray said it would be very difficult to budget for this. 

 

Tackabery suggested a 1-year contract since 3 years is very hard to forecast.  Hymel 

asked Karpiak if DPW was underexpended in one year and overexpended in 

another year, how this would be addressed.  Karpiak said you would need to amend 

the contract. 

 

Pearce inquired about what is in the hourly rate.  Tackabery said salary, benefits, 

A/C, lighting and other A87 costs.  Pearce also asked if there was an automatic CPI 

increase included. Tackabery said there is a CPI provision in the Agreement.  

Hymel said their salaries have been flat but benefits have grown more than the CPI. 

 

Revere confirmed with the members that this item should be pulled for revision.  

Hymel said changes should assure we do not come up short mid-year or without 

DPW’s ability to recoup its costs.  Rock said all this needs to be addressed with a 

process in the revised agreement.  Cassingham added that she does not want to be 
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faced with additional costs if more documentation is needed relative to billings.  

Also, she suggested that the Senior Accounting Assistant position be used to do the 

billings to keep costs in check.   

 

In response to Revere, Cassingham said she didn’t understand the dynamic of the 

increase in general administrative costs as it relates to the aging of the system.  

System aging should affect physical maintenance costs. 

 

Revere asked for Cassingham and Tackabery to revise the proposed agreement with 

Counsel’s help for presentation to the Executive Committee in May. 

 

6. Proposed System Analysis Agreement between MERA and County of Marin 

 

Cassingham said heretofore, DPW capital project administrative services have been 

included in the Technical Services Agreement and charged to capital funds.  The 

proposed agreement will separately identify and manage DPW capital projects 

administrative services.  Annual cost of these services is not to exceed $50,000.  

Attached to the agreement is a form for the MERA Executive Committee or Board 

to authorize capital project administrative tasks to be performed by DPW.  Rock 

asked if there were any not-to-exceed or over/under issues with these annual costs.  

Tackabery said services performed would be billed against the approved project and 

if annual costs exceeded $50,000, the Executive Committee or Board would have to 

approve them. 

 

M/S/P  Gray/Rock to recommend Board approval of the Proposed System 

Analysis Agreement between MERA and County of Marin for approved 

capital projects.  

 

AYES: All 

NAYS: None 

Motion carried. 

 

7. Proposed Preliminary FY12-13 Operating, New Project Financing and 

             Refunding Revenue Bonds Budgets 

 

Cassingham said these preliminary FY12-13 budgets were developed earlier this 

year to assist member agencies in preparing their budgets.  The goal was to 

distribute information reflecting each member’s costs on or before April 1.  The 

Operating Budget assumes the acceptance of the proposed DPW Technical Service 

Agreement costs.  She said, at the request of the Finance Committee on March 1, 

the staff report includes a recent history of total annual operating budgets and dollar 

amounts and percentage changes over prior years.  The FY12-13 budget represents 

a 6.7% increase over prior year.  The FY08-09 variance from prior years was due to 

a reduction in the Contingencies line item from $100,000 to $20,000.  The FY10-11 

variance reflected a reduction in DPW System Preventive and Corrective 

Maintenance costs from $470,000 to $407,000. 
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Cassingham said the Bond budget reflects annual debt service and there is no 

discretion in the payment amount.  The Citizen Bank Loan Note reflects the Board-

approved annual payment through the life of the Note. 

 

M/S/P  Irving/Doyle to recommend approval of the Preliminary MERA FY12-13 

Operating, New Project Financing and Refunding Bonds Budgets for 

immediate distribution to Member Agencies.  On May 9, the Executive 

Committee will recommend the final proposed budgets to the MERA 

Board. 

 

AYES: All 

NAYS: None 

Motion carried. 

 

8. Other Information Items 

 

Cassingham provided an update on the Member Website Links Project to 

meraonline.org.  To date, eight members have linked their sites to MERA’s.  Rock 

added that Fairfax has linked and Gray said San Rafael was underway. 

 

C. Operations Reports (Tackabery) 

 

1. Request for Waiver of Radio Moratorium 

 

 City of San Rafael Police Department 

 Marin Transit 

 EMS:  ProTransport-1  

Tackabery recommended San Rafael’s request for 4 more radios, Marin Transit’s 

request for 1 more radio, and ProTransport-1’s request for 4 more radios, totaling 9 

radios.  He noted that these radios should not  have a significant impact on day-to-

day system operations. 

 

M/S/P  Irving/Gray to approve the recommendation for nine additional radios 

for the City of San Rafael (4), Marin Transit (1), and ProTransport-1 (4). 

 

AYES: All 

NAYS: None 

Motion carried. 
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2. Request for Additional Funding – Critical Marin County Jail   

     Radio Amplifier Replacement 

3.    

Tackabery said on September 14, 2011, the Executive Committee approved 

replacement of MERA’s critical amplifier system at the County Jail at an estimated 

cost of $50,000.  During testing, issues arose that required coordination with the 

manufacturer, including a preselector which was off frequency, an amp failure and 

replacement of a bad module.  Also, more coordination time was required to ensure 

continuous communication of jail personnel.  Final costs totaled $65,052.49. 

 

M/S/P  Gray/Revere to approve the final costs of $65,052.49 for the Marin 

County Jail Radio Amplifier Replacement Project. 

 

AYES: All 

NAYS: None 

ABSTENTIONS:  Doyle  

Motion carried. 

 

4. Status/Work Statistics Reports (Chuck) 

 

Chuck said permits are being obtained for the Bay Hill Site move or Tomales 

project; however, there is no funding for this project beyond the permits.  They are 

providing comments for the easement and permits for the Martha Site.  

Additionally, they are still working on the Next-Gen Feasibility Study.  He noted 

they are working with the project teams to ensure the new Public Safety Building 

will address future communications requirements and said a switch is required for 

EOF expansion. 

 

February Maintenance activity included alignment and testing of MERA ACU link 

radios for the San Quentin protest; annual, quarterly and monthly preventive 

maintenance at Forbes, Big Rock, San Pedro and Dollar Hill; revision of system 

aliases as needed; testing of 700 MHz/console interfaces which patch responders 

coming into Marin to our radios; and, replacement of Quantar PA at Mt. Tiburon 

and Mt. Burdell.  He added that our radios are getting older and replacement is 

needed for narrow bands. 

 

Chuck reported on the enhancement of VHF and UHF interoperability.  The 

CalSIEC package for frequencies has been approved and they are awaiting licenses.  

He distributed a handout which included this information along with February 2012 

system activity and usage and UASI Project updates.  In response to Pearce’s 

inquiry about the Martha Property, Tackabery said the draft EIR has been released, 

more site detail is being developed and an easement will be needed. 
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M/S/P  Gray/Doyle to accept this report as presented. 

 

AYES: All 

NAYS: None 

Motion carried. 

 

5. Other Information Items 

 

 Reallocation of Public Safety Spectrum and Funding Opportunities 

Tackabery reported that H.R.3630 requires that by February 21, 2021 the 

T-band spectrum currently in use by MERA must be reallocated.  Auction 

proceeds from a competitive bid process for new licenses in this spectrum can 

be used for grants to recover relocation costs of public safety entities.  Agencies 

have 2 years after bidding to relocate.  Tackabery also noted DHS information 

on SAFECOM Emergency Communications Grants.  This is an opportunity for 

grant funding for MERA equipment.  He said MERA might want to consider a 

more aggressive strategy for seeking competitive grants; however, this would 

incur additional costs for staff time required to apply. 

 

Tackabery reported that he had a conference call with MERA Consultants 

Mullen and Price today and that he has a meeting with Finance Committee Vice 

Chair Gaffney on Friday to go over the 700 MHz Feasibility Study cash flow.  

 

D. Open Time for Items NOT on Agenda (limited to two minutes per speaker) 

 

None 

 

E. Adjournment 

 

 The meeting was adjourned at 4:41 p.m. 

 

NEXT:  Regular Meeting of MERA Executive Committee 

Wednesday – May 9, 2012 – 3:30 p.m. 

 

AGENDA AND STAFF REPORTS ARE AVAILABLE ONLINE AT 

WWW.MERAONLINE.ORG 

 

cc: Diane Patterson (for posting) 

 MERA Staff 

 General Counsel 

 Novato City Clerk (w/minutes)  

http://www.meraonline.org/

