Agenda Item 5
Report from Region 2000 Managers on regional cooperation projects
Synopsis

The LGC Executive Committee asked the Region 2000 Managers and Administrators to develop ideas for regional projects that the LGC and the Region 2000 Partnership could undertake.  These regional projects would either help localities save money, or maintain or increase services or quality of services, bring additional state funding to the region or position the region for better overall service delivery.

The Region 2000 Managers, Administrators, Deputies and Assistants listed below met on January 14.  This list contains all of the ideas tossed on the table.  

The first three were the ones initially favored by the managers but we look forward to discussing the list and items brought forward by the other members of the Local Government Council.

1.
Shared Library Services and Management
There may be cost savings in regionalizing the administrative services of our libraries.

Amherst County and Lynchburg libraries already have a high level of cooperation when it comes to public services.

If a library system has a vacancy for a librarian position, the jurisdiction may consider contracting with another jurisdiction for these services instead of filling the position.

There may be some additional state dollars available for a regional library system.  Bedford City and County share a library system and receive some additional state funding.

There may be IT services for libraries that could be shared.

2.
Management Services or Internal Services
There may be several areas of back office operation where we should look to see if we can save money and improve services by regionalization.  These are areas that all jurisdictions do in some form or another.

Financial Services

· Accounting, payroll
· Risk management
· Human resources
· Procurement
· GIS

· Other operations may be areas where jurisdictions can work together to save money.

Computer and software maintenance
The world of computer and software maintenance has become more and more offsite and centralized.  Often computers are worked on remotely and data stored in an offsite location.

What savings could be developed in we centralized some of our IT equipment and maintenance systems?  Could we get better, more dependable services?

Lynchburg’s City and Schools are better coordinating their IT services through a centralized location.  Would a centralized data center lower costs?

Public Works Safety/Training
Every manager wants their employees to be well schooled in how to work safely and how to work smart.  OSHA regulations impact every jurisdiction including sophisticated record keeping and training requirements.  Smaller jurisdictions sometimes don’t have the staff and training to deliver effective safety classes.  Larger jurisdictions are stressed to keep the level of training that they need to deal with new technologies and equipment.

There are sometimes state training opportunities here in Region 2000 available.

Would we save money by coordinating our training services?  Would we open new opportunities, especially for the smaller jurisdictions, and better position them for record keeping and OSHA inspections, by coordinating training?

Dan Witt of Altavista commented that “For the smaller jurisdictions I believe this goes beyond PW/Safety Training to training in the areas of FOIA, supervisory skills, computer skills, and I’m sure there are other areas.” 

3.
Non-Emergency Medical Transportation

Could we regionalize non-emergency medical transportation, perhaps with Centra Health as a major partner/provider?

4.
Erosion and Sediment Control inspections/approval and Stormwater Management planning
The state and federal government are bringing out new E&S and storm water management regulations.  We may be able to develop a more cost effective system with a regional program.

Appomattox and Nottaway counties already are cooperatively sharing an E&S inspector.

Lynchburg has a working group of staff examining ways that it can implement the state and federal regulations.

A regional meeting of staff may generate some ideas on how stormwater management could be managed through a regional approach.
5.
Broadband

Amherst, Appomattox and Bedford Counties are establishing Broadband Authorities.  Would it save money to position these authorities for regional coordination?

6.
Regional Airport
Our airport is one of our most important economic development assets used by businesses in every jurisdiction.  How can we save money or improve services with a Regional Airport Authority?

7.
Economic Development
As un-skilled manufacturing has gone overseas and knowledge based technology has become key to our best jobs, the way jurisdictions do economic development is changing.  Can we develop an economic development marketing program that’s world class competitive, effectively keeping in touch with existing industry leaders, and allowing us to maximize our resources in marketing and product development rather than staff and administration?

To move in this direction we may have to regionally manage our technology/industrial parks.  If the parks are regionally owned, then we may have to develop a mechanism to share revenues.

What would be the relationship of jurisdictional IDAs to the regional program? How can we most effectively use the regional organization that will manage and implement our EDA funded regional strategic plan (CEDS)?

8.
Regional School Transportation and Food Service

Could a couple of jurisdictions save some money by sharing a school bus garage…or coordinating transportation services?

Could we save money if we coordinated some of our food service operations?  Even if we just centralized the upper tier food service management?

9.
Emergency Medical Services

EMS is pushing jurisdictions towards more specialized staff and equipment to provide a level of services expected by today’s resident.  With localities in a budget freeze, where does it leave EMS services moving toward paid Advanced Life Support levels of service?

Would coordinating EMS planning, staffing, and equipment help control those costs so that quality services are affordable to localities?   

Included in this year’s LGC workplan is to examine sharing emergency medical services.

11.
Animal Control and/or Animal Shelters

Could jurisdictions develop more cost effective ways to managing animal control services or caring for animals in shelters if two or more jurisdictions shared those operations?

Animal Control is a cost everyone faces and renovating or building a new shelter is an expensive project.  If we’re looking to save some money, this may be an area that should be examined.

12.
Aggregate Electricity Purchase

Can jurisdictions pool our electricity needs to get a better price from vendors?

13.
Real Estate Assessments

Computers and the internet have made many changes in the way assessments are done today.   Would an in-house assessment team provide better services because they get to know a community better than a contractor from out of the region?  


Would jurisdictions save money by working together on a property assessment?
14.
Coordinated Dispatch
There are many examples throughout the commonwealth where jurisdictions are joining together to share dispatch services to save money.  Not only do they save labor costs by not having their own set of dispatchers, but they save the costs of equipment and equipment upgrades in a stand alone dispatch center.  The state often provides grant incentives to jurisdictions willing to combine dispatch centers.

We have a shared central radio infrastructure for Lynchburg, Amherst, Bedford City and Bedford County and having this shared infrastructure saves those jurisdictions money.  Bedford City and County share dispatch services and Amherst and Lynchburg do their own dispatching.  Would we save money if we combined some of the dispatch operation?  How would grants help to reduce costs further?   What would the impact be on services?  
Campbell and Appomattox have their own dispatching systems and use a different radio system from the Lynchburg/Bedford/Amherst system.   

15.
Tourism

Tourism is an important part of our economic development program.  The Virginia Tourism Corporation estimates that Region 2000 jurisdictions received $9.8 million in local tax revenues from tourist expenditures in 2008.  Can we do better with a more coordinated tourism program?  
16.
Recycling and Refuse Collection

Five jurisdictions have found cost savings in disposing their solid waste in a shared landfill.  Would there be cost savings to be found in sharing refuse collection services?  What would the impact be in preserving landfill space and in lowering disposal costs if we better coordinated our recycling efforts?

The Regional Services Authority will be working with their engineering firm over the next few months to examine how they can help to improve our recycling coordinating efforts in their member jurisdictions.
17.
Utilities
What cost savings to customers and to localities would there be if we better coordinated our water distribution and wastewater collection utility services?  Some production and treatment services are already shared among the larger jurisdictions.  What would be the financial impact and advantages to looking at increased cooperation and shared services?

What about joint billing operations as a way to reduce costs?
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