Ron Cox Consulting

Helping Cities
Manage Better

March 6, 2018

Julie Couch
Town Manager
Town of Fairview, Texas

Dear Ms. Couch:
Introduction

In November 2017, an election was held in the Town of Fairview in order for the voters to
consider a $25.5 million bond package to construct several facilities. These facilities were
described as follows.

* Anew Fire Station #1

e A facility for fire department administration

¢ A public works office and service yard.

e An emergency operations/community meetings/training facility.

A single proposition was placed on the ballot for all four initiatives — for or against. The single
proposition failed 524 (29.64%) for, and 1,244 (70.36%) against.

Following the election, the Town Council and staff determined a course to understand why the
vote turned out the way it did. A Community Resource Group (CRG) consisting of over 50 citizens
from throughout the Town was identified and appointed to provide feedback.

In January 2018, | was engaged to assist the Town in the early part of the process of information
gathering and discernment. As a part of my engagement | was tasked with providing feedback to
the staff on the development of a survey to be sent through Survey Monkey to each of the
members. | was tasked to facilitate two sessions with the CRG, each with approximately one-half
the CRG membership. It was felt that feedback and guidance would be freer and easier if the
large group was divided into two. The purpose of the sessions was to review the results of the
survey with them, gather understanding about their responses and gather information on why
the members of the CRG believed the bond issue failed. Each session was facilitated in a
consistent manner to solicit feedback from each without expressing any opinions to either group.
Finally, | was tasked with preparing a report to the Town Manager, for distribution to the Mayor
and Town Council.

This document serves as that report, including recommendations for future activities with and
for the CRG, and the Town Council.
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Survey

The survey consisted of ten questions. After review by staff and the consultant, it was distributed
on-line through Survey Monkey. At the time the survey was distributed, there were 49 members
of the CRG. (That number has now gone over 50.) Of the original 49, 47 members responded.
This excellent response formed the basis for the two facilitated sessions.

The results of the survey are included in the Power Point presentation used as a guide for
discussions. It is attached to this report as Attachment 1. The survey served as a beginning point
for the discussion of the group. The survey results indicated general support for some level of
improvement for fire station facilities and a more mixed response on the other proposed
facilities. The cost of the bond and its impact on the tax rate were the greatest concerns for the
respondents. While a lower range of cost and tax impact would be preferred by the respondents,
they indicated that more information and a better understanding about the project and cost
details was needed before they could determine what they would support. The comments
received at the two Community Resource Group sessions, as outlined below, further supported
and clarified these results.

Community Resource Group Sessions

As stated earlier, two sessions were held. The first on Tuesday, February 20, 2018. The second
on Wednesday, February 21, 2018. The sessions were held in the Town Hall Council Chambers.
The same power point presentation was used for both sessions.

Each session resulted in very similar outcomes. The resulting themes were almost identical
between the two groups. The themes were categorized around three questions: Why? What’s
next? How? Although most of the discussion was about “Why”, there were comments about
What's next and How?

This report represents the combined themes from the two sessions.
Comments
As stated there was a consistency of comments between the two groups. This section is designed

to show a general listing of the raw comments from each of the groups. Comments will be
grouped into common themes and will be summarized later in the report.
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February 20, 2018 CRG Session

Why?
[ ]

Needs were bundled — all or nothing approach was unacceptable.

Didn’t not have enough information to understand all the components; needed more
details.

Did not believe the extent of the need; the need was not well explained

Why is renovation not an option?

Presentations were not well done; not enough information was provided; seemed like a
sales pitch.

Not good marketing of the need; should have started earlier.

One proposition was complex to understand.

Timing was poor — new property valuations had just arrived.

Too much money — get back to the basics.

Concern about commitments made by previous councils; lack of trust on the costs and
needs; concern about zoning actions made by Council.

Use of existing facilities was not considered; third floor of town hall; existing metal bays.
Costs seems high compared to similar projects in other commuinities.

Support for fire station but needed more information to understand costs.

Concerns about east paying for needs in west of town; residential paying for commercial
needs.

Why were site costs so high?

Costs per square foot were not understood.

Not clear on how much debt would actually be issued; why not clearly determined.

What’s next?

Know and understand:

o Why we have what we have — existing development agreements, land use
entitlements and why the town hall exists in its current location, what did the city
get for the agreements, what will the city get.

What we need first; priorities need to be set.

Why existing facilities were allowed to deteriorate and can they be renovated.
Components of the project including equipment included in cost.

Don’t put a dollar amount on the bond until we are sure of what we need.
Capital and operational part of the tax rate.

Where the town stands financially.

If other funds are available such as EDC or TIF funds.

If incoming revenue can pay for improvements.

What are the line item costs?

O 0O 0O 0 O o0 0 0 o
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How?

Is renovation of current facilities an answer?

Provide all information on the needs and costs; full transparency.

Do the math; show the impact on the tax rate, over what period, including the full cost of
the bond issuance - principal and interest.

Is there really a need for “hardening” of facilities?

Provide information on operational goals and how existing facilities fit in.

Why aren’t existing facilities being fully utilized?

Understand what the bond pays for — facilities, furnishings, equipment?

Take our time — do needed temporary repairs until all questions are answered and the
timing is right; don’t rush to the next election

Need more detail and more information on the projects as proposed.

Break proposition into segments.

Start marketing sooner.

Have a user-friendly website.

Let people know the total impact on homeowners.

Use social media to advantage.

Schedule informational meetings at more convenient time in the evening.
Be honest; build trust.

February 21, 2018 CRG Session

Why?

Overall price was too high.

Price per project seemed excessive.

Not thoroughly explained in presentations or in town information.

Support the Fire station, but not sure about the other projects.

Considerable impact on taxes to pay for this large a bond. What is that impact financially
on the taxpayer?

Not a good distinction of where the money would be spent, and if any left where would
that money go?

Case wasn’t made for all the projects; need was not well explained.

What is an EOC? Didn’t understand what it was, why the need, and why it couldn’t go in
currently empty space at Town Hall.

Quality of life is dissipating. Becoming too dense a community; concern about zoning
decisions; current residents paying for needs of future needs. Why and what can be done
about it?

Not all the package was necessary; far too much in the bond package.
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Project needed to be broken up, not all one proposition.
City taxes are not frozen for those over 65, and values are going up for everyone.
Did not make a good case for the proposition; the need for each facility was not explained
General distrust of Council:
o Were told things over the years that have not come true —i.e. mall income would
lower taxes.
What does the average household in Fairview pay in taxes — should be getting
more value for what is paid.
o Why was old fire station allowed to deteriorate?
o Did not seek input from citizens and thus no choices on vote.
o Smacks of big government— government knows better than the citizens.
o Concern about zoning decisions and processes.
e Do need a good fire station. Bond proposition was overkill.
e Believe the issue was rushed.

O

What’s next?

¢ Need to understand usage and need for current facilities:
o Isitan option to remodel?
o Can facility be remodeled for $500,000 — Huitt-Zollars study?
o What about use of empty space in Town Hall — third floor?
o Why tear down what we have? Why not refurbish where possible?
o What about use of existing metal bays?

e Consider proposition in separate parts — not all or nothing.

e Need to understand:
o The long-term effect of the debt.
o Town's ability to fund improvements out of existing revenues
o A comparison of costs from other cities for similar projects.

e What are options for existing facilities

e Can Town Hall be leased or sold back to developer?

e Need more information: when, why, where and what.

e Council needs to understand what the citizens want and need, rather than what the
Council wants; understand what the town needs first and then what the citizens are
willing to provide.

e How do other facilities fit into the plan?

o Fire Station #2 is it not sufficient? If not, why not?
o What are the plans for growth?
o Was the Huitt-Zollars study considered for fire station renovation?

e Be willing to slow the process down, providing information for a good decision. Don’t rush
to the next election date?
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How?

e Determine need and then determine cost.

e Communicate better with the citizens.

e Communicate widely, not just with a single group of citizens — one area or one
neighborhood.

(@]
o
o]
O

Schedule meetings for more convenient time in evening for commuters.
Market and advertise better; information needs to be succinct and explanatory.
Information needs to be succinct with links to more detail.

Social media played a large roll in getting people information:

Use social media as well.
Provide accurate information.
Be clear, concise, accurate.
Keep it simple.

¢ Information needs to be neutral — give us the facts.
® Provide more substantive information.

Themes

It can be seen that the comments can be grouped into common themes. A summary breakdown
of the comments into those themes is provided below.

e Bond Package Amount/Tax Increase too much

o}

O O O 0O O

(e}

Total bond package amount too much.

Total tax increase projected too much.

Cost/tax increase not fully justified.

Comparable projects in other communities appeared lower in cost.
No information on impact on average resident.

Timing on election was poor (after property values were released).
Concern that current residents will pay the cost for future users.

¢ Bond Package Format

o
o]
o]
0o

Should have been broken into choices.

Facilities and issues too complex for a single bond proposition.
Priorities were not identified.

Appeared to represent “big government,” not Fairview.

¢ Good case not made

O
O
o]

Did not believe need for facilities was sufficiently explained.
Did not understand why existing facilities can’t be more fully utilized first.
Did not fully explain the various elements of project and why they are needed.
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o Full cost was not explained or detailed.
o Distrust of Council — what Council wants v what citizens need and want; accept
responsibility for earlier decisions; gain trust first.
o Council needs to understand what town needs; citizens need to understand what
is needed; Council needs to understand what citizens are willing to provide.
¢ Information and marketing was not sufficient
o Too rushed.
Started too late.
Poor presentations; poor website; did not make good case for projects.
Not enough information to make a fully informed decision.
Did not utilize all media resources.
o Received more information from social media than from city.
e Other Issues Related to Town
o Questions about general town funding, town hall and its funding and use, the
existing 380 agreement with the Center, and questions about zoning processes
and land use also came up during the discussion that the town may want to
address as the CRG work is conducted.

o
o
e]
&)

Conclusion and Recommendations

In general, all participants applauded the current process the Town Council has implemented
with the CRG. They expressed appreciation for the effort by the Council and staff to listen.
Members from both sessions indicated this was a good first step; a starting point for further
discussion, understanding and decision making.

Recommendations

Based on the results of these two initial sessions with the CRG, may | be so bold as to make the
following recommendations.

¢ First Things First — For Council and CRG.

o Be patient with the process and with its timing. Allow time for the process. Do
not rush to the next election date but be certain there is understanding and
willingness to move forward when the timing is right.

o Be open and transparent in all respects. Provide information on past and existing
development agreements that have shaped the current financial and economic
environment of the Town. Help the CRG understand why those agreements were
established, understanding both the intent and the results and consequences of
those agreements, and understand what the town gained from the agreements
that were made.
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o Remain engaged. Anticipating the process will take a while, the CRG should to stay
involved, and remain engaged, both through the information gathering process,
and if a bond election is called through the election process.

Full disclosure on previous bond package, existing facilities and services.

o Provide information on the previous bond package. Provide an overview for the
CRG of long range planning completed by the Town, how it was used in planning
the last bond package. Review the reasoning for the plans and costs in the last
bond package.

o Provide information on current services and facilities. Provide opportunity for
discussion of the current Town Hall space availability, leased space, options for
better utilization of the Town Hall building. Additionally, provide opportunity for
review of the Huitt-Zollars study of the existing fire station. Provide information
on age, condition of fire and public works facilities. Provide information on town
operations currently occurring on the existing site.

Disclose Financial Impacts of various alternatives.

o Review alternative concepts of utilizing existing facilities, renovation of existing
facilities and/or construction of new facilities. Review alternatives with an eye
toward meeting both the short term needs and long term needs of the Town. Are
there actions that should be considered to meet short term needs until the Town
is financially able to meet long term needs.

Tour all facilities.
o Armed with information, the CRG can view first-hand the existing facilities — Town
Hall 3 floor; public works yard and facility, fire station complexes (both Fire
Station #1 and #2).

Allow the CRG to examine and comment on the best projects for a subsequent bond
package.
o After this thorough analysis and examination, the CRG can examine and the Town
Council can determine what projects and costs are ripe for a bond issue. Examine
the timing for an election.

Engagement in the election, if called.

o By law, the Town (Council and staff) is restricted from certain activities regarding
an election of this type. | recommend that as many members of the CRG as are
willing, volunteer for and create a separate group to be engaged in the promotion
of the election and its proposition(s). There will be no better group to help others
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understand the need and rationale than this group based on the individual and
collective knowledge gained from this process.

Thanks to the Town Council and staff for letting me facilitate and be a part of these first sessions
with the Community Resource Group.

REC


































































































