SANTA FE COUNTY

BOARD OF COUNTY COMMISSIONERS

SPECIAL MEETING
March 27,2019

Anna T. Hamilton, Chair - District 4
Rudy Garcia - District 3
Anna Hansen, Chair - District 2
Ed Moreno - District 5

Henry Roybal, Vice Chair - District 1- excused
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SANTA FE COUNTY

SPECIAL MEETING

BOARD OF COUNTY COMMISSIONERS

March 27,2019

L This special meeting of the Santa Fe Board of County Commissioners was called to
order at approximately 10:15 p.m. by Chair Anna Hamilton in the Santa Fe County
Commission Chambers, Santa Fe, New Mexico.

II. Roll Call

Roll was called by County Clerk Geraldine Salazar and indicated the presence of a
quorum as follows:

Members Present: Members Excused:
Commissioner Anna Hamilton, Chair Commissioner Henry Roybal

Commissioner Rudy Garcia
Commissioner Anna Hansen
Commissioner Ed Moreno

IIIl.  Approval of Agenda

Commissioner Garcia moved to approve the agenda as published. Commissioner
Moreno seconded and the motion passed by unanimous voice vote.

IV:  Overview of 20-Year Capital Improvement Planning (CIP) Process

County Manager Katherine Miller stated that the 20-year CIP will serve as the
foundation that informs the County’s 5-year CIP.

Paul Olafson, Planning Projects Manager, said staff and consultants will present
flexible tools that were implemented to develop the 20-year CIP. He introduced Denise
Aten and Aaron Sussman from Bohannan Huston, the consultants.

Mr. Sussman said that Bohannan Huston has been working with County staff for
over a year in this endeavor. At the core of the project it was important to understand the
County’s long-term capital needs. There is a need to consider the requirements for future
growth, costs associated with maintaining current services, and to contrast the capital
needs against anticipated revenue, and then to identify the potential revenue sources,
including impact fees. What was built was a methodology that could be applied over
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time. Baseline assumptions will change over time as needs evolve. Aside from a 20-year
CIP, a structure was built to be utilized by staff. The methodology will assist in decision
making and developing objective recommendations.

He noted that the County has a robust planning foundation, and cited the
Sustainable Growth Management Plan (SGMP) which identifies long-term growth
patterns and sustainable development areas, and the Sustainable Land Development Code
(SLDC) which governs land use and identifies levels of service targets. The County’s
departmental CIPs were included in the “robust” foundation.

Mr. Sussman said Bohannan Huston used all of the County’s planning
foundations to build a methodology for the 20-year plan. The projects were congregated
with the needs of Santa Fe County. Following that, they determined how projects would
be evaluated for their merits and needs. Ultimately the process developed the CIP
priority list which identifies the projects programmed for the next five years.

The CIP was developed in timeframes: Near-term or years 1-5; Medium-term or
years 6-10, and long-term or years 11-20. Those three terms were broken down by
financial considerations and further notes/considerations with the near-term projects
matching the anticipated revenue.

Analysis for the CIP included reviewing available revenues and spending targets
(based on data from 2014-2018) and developed the following assumptions:

* A baseline of $13.6 million per year — includes all CIPs
e There is a 2 percent annual growth

* Spending targets can be reviewed in the future or adjusted to consider different
financial scenarios

Mr. Sussman emphasized that the tool is flexible to accommodate new revenue sources or
spending sources.

Most CIP takes place over multiple years. Mr. Sussman noted that the medium-
and long-term timeframe spending targets include a 25 percent buffer. The spending
target exceeds the projected availability of funds. He said the targets and projected
available funds will be revised over time. Twenty-five percent is a typical contingency.
He noted that everything is presented in 2018 dollars.

An evaluation process based on the SGMP principles was developed to prioritize
projects. The weightings are as follows:

e Provide a safe community — 30 percent

¢ Promote a sustainable community — 20 percent

¢ Support a healthy community — 30 percent

* Promote a proficient, transparent and accessible government — 20 percent

Mr. Olafson repeated that the entire tool as well as the weightings are flexible and
numbers can be adjusted. The methodology which was developed over the course of the
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Bohannan Huston study provides a mechanism that can be replicated over time.

Mr. Sussman identified “basic services” as those that have to be funded first on a
year-to-year basis to maintain and provide existing services at current levels.

Starting with a list of basic services from each department, what follow are
elected/desired projects. The basic service needs always consume a significant share of
the available budget. Within the first five-year period, the basic services consume 61
percent of the budget. The SLDC’s identify service targets were built into the project list
of the basic service needs.

Those unfunded projects from year one will move into year two’s eligible project
list. The process of identifying new basic services is ongoing as the project list grows.

Mr. Sussman reviewed an interactive spreadsheet tool and demonstrated how
different scenarios are examined. The tool accounts for the fact that there are outside
funding sources which augment the CIP and updates are recommended every two years
with a more comprehensive update occurring every four years. It is also recommended
for the CIP development selection process to be built into the departments’ methodology
creating project consistency throughout the County. The tool is to be as automated as
possible.

Denise Aten, Bohannan Huston, reviewed the impact fee structure and financial
analysis. A national level expert reviewed the impact fee analysis. The County’s
existing revenue sources include capital outlay gross receipts tax (GRT), approximately
42 percent, property tax, approximately 39 percent and County hold harmless GRT at 19
percent. She explained how average revenue was determined.

The County Fire impact fee was analyzed with that of comparable communities
and the amount of money they obtain through impact fee policies. The comparable
entities had a combination of impact fees that included water, sewer, drainage, roads,
parks, police and fire. Impact fees are applied on a per unit basis and for commercial it is
by square footage. Typically the developer pays the fee. Impact fees apply to future
residents, regulated by the state and can only be used to address infrastructure needed for
new development.

The formula to determine the expected revenue impact fee is based on the
expectations around growth. The CIP plan proposes the infusion of potential impact fee
revenue forecast over a 10- to 20-year period. Taking an average of the comparable
communities and applying the average impact fee (less Fire) there is a potential gain by
2020 the County will have collected $921,000 annually. Between 2020 and 2030, the
fees will be between $1.2 million up to $1.7 million annually. It is a tangible amount of
money that could be used to apply directly to new growth within Santa Fe County.

Commissioner Hansen noted that the County has not experienced much growth
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since 2008. Ms. Aten said that without the growth the needs will be reduced and she
added that impact fees can only be used for growth. Mr. Olafson said impact fees would
be another tool in the box to address new growth needs.

Ms. Miller pointed out that the County’s water and sewer includes a connection
fee that is comparable to an impact fee.

The Public Improvement Districts and the TIDDs (tax increment for development
district) are location-specific alternative revenue sources. Those would be collected and
applied based on locational boundaries. These are typically done by the developers to
fund their own public improvement districts. Some of the specific requirements to
impose impact fees defined within the State’s Development Fees Act have been met
within the SGMP.

Ms. Miller said the 20-year CIP provides a strong planning tool. The steps for
impact fees are provided to determine whether to move forward with the idea. This all
ties into the overall ICIP (infrastructure capital improvement plan) process.

Mr. Sussman pointed out that the study attempts to show the County’s needs, the
cost associated with those needs, available revenue, the substantial gap between the needs
and revenues and to emphasize that the gap does not shrink over time.

Available revenue options include impact fees. The next step would be to
determine how impact fees would specifically function within Santa Fe County and to
determine the level of needs, the available revenue and how to meet the County’s needs
going forward.

Ms. Miller said impact fees have been an underlying component of the SGMP and
SLDC. Impact fees would provide an additional revenue stream supplementing CIP.

Mr. Sussman said the full set of the long-term wish list projects conservatively
totaled $500,000,000+ and does not fully address basic service project needs because
they are not well defined beyond the first 5 to 7 years.

Mr. Olafson said the 20-year CIP is identified in the SGMP and SLDC as a task
that should be accomplished. The impact fees are envisioned as future revenue but are
not mandatory. The CIP is mandatory. Referring to the annual ICIP which is submitted
to the state, Mr. Olafson stated that the County receives input from the residents to
develop priorities. Simultaneously, the County has a five-year capital planning process
which is an internal document for planning purposes. Staff reviews the ICIP and CIP lists
annually. He reviewed the proposed capital planning framework which will take the CIP
from the current process and evolve it into the 20-year process. At the five-year level the
project is proposed, reviewed, scoped, scheduled, ranked, capacity determined, budget
proposed and lastly approved by the BCC. The process is qualitative and quantitative.
He noted the cycling of reviews is timed to coincide with ICIP scheduling and the budget
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process.

Ms. Miller reminded the Commission of non-profit organizations that, mid-way
through the legislative session, request that the County manage a project. She
emphasized that staff time is an issue when managing a project. As an example,
managing a $1.5 million project will take an FTE 20 hours a week for a year, thus
requiring that something the County planned for has to roll over to the next year. In
2008/09, the County passed a resolution requiring entities desiring the County to serve as
fiscal agent go through a process. The state had little money in the interim and no one
came forward. Now that there is money, the County wants to create a process for the
future. The process would provide the County the opportunity to weigh a decision
against other priorities.

There was Commission consensus that having a formal process for accepting the
fiscal agent responsibility was a wise move. Ms. Miller recommended developing a
process and adopting it through resolution.

The CIP projects are the County’s proposals within a 20-year window. The ICIP
is a state-required plan for submission to the legislature to consider for funding through
the capital outlay process. Can the CIP process serve as the ICIP for submittal to the
legislature? Can ICIP be placed in the CIP? Ms. Miller said the goal could be for the
five-year plan to include non-profits. She recalled in the past any item brought forward
for the ICIP by the public was included on the ICIP list. If an evaluation process is
developed and a resolution enacted, the ICIP submitted to the legislature will be planned
and reviewed by the Commission as priorities. Items can also be listed for “preliminary
engineering studies” for a project.

Commissioner Moreno said the County needs to be in the driver’s seat in regards
to its lobbyist. Having control of the process and the ability to say no to serving as fiscal
agent is important.

Chair Hamilton said this proposed 20-year capital improvement planning process
should provide the County a great deal more information and justification behind its
projects and perhaps shift the balance on legislators’ pet projects.

V. Overview of Santa Fe County Capital Planning Process

Mr. Sussman said the projects are organized by categories and structured with
ranking. The tool looks at the year the project was proposed and identifies the basic
service projects, the costs of those projects, and the remaining amount and which projects
could be funded with that amount, and building that out from year to year. In 2020 there
are more projects than funding available. He reviewed the rankings of projects using the
evaluation process, as the foundation projects can be ranked for different years.
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Mr. Olafson said the tool is meant to be open and transparent with a rationale for
how projects are evaluated.

[The Commission recessed from 12:20 to 1:05]

VL.  Review of Current Capital Projects
[Exhibit 1: Vertical, Open Space and Trails Project Status; Exhibit 2: Roads and
Utilities Capital Projects]

Ms. Miller said staff will review each of the current CIP projects, identifying
current status, funds needed to complete the project, project budget, available budget,
recommended repurposing project, and estimated total costs. The projects were colored,
indicating those with adequate funding, cost issues, those that are not moving forward,
and those recently completed. Money is not the only resource lacking in projects, rather
staff capacity in projects, purchasing, legal and finance to move a project forward. Staff
will request feedback on projects. Projects shown in green have enough funding and staff
capacity to complete whatever phase they are in.

Ms. Miller discussed “scope creep” and the importance of defining a project and
holding to it. When projects are enlarged during design and/or construction staff needs to
return to the BCC for additional funding.

Public Works Director Mike Kelley, Utilities Director John Dupuis, Deputy
Public Works Director Robert Martinez, Project Engineer Diego Gomez and Projects
Division Director Russell Naranjo were present, as well as Deputy Manager Tony Flores
to discuss each of the projects.

Commissioner Hansen reminded staff of the Commission’s commitment to
solarization of County-owned buildings. Ms. Miller said one of the goals of the strategic
plan under sustainability is to conduct an energy audit of County facilities. A contract
will be awarded to an energy consultant once the facilities are identified.

Regarding the Agua Fria/La Tierra Fire Station, Chief Sperling said this is an
apparatus bay addition to La Tierra. It is anticipated that the City will be building a new
station in close proximity to the Agua Fria station. Additional funding will come from the
Agua Fria Fire District Funds as well as impact fees. He said the project will probably
begin in 2021 and be internally funded. Ms. Miller said the Fire Department has several
different funding sources. She mentioned the difficulties in accumulating enough money
for each of the 14 districts to accomplish a project.

Ms. Miller said staff is preparing a list of all of the County’s facilities identifying
utility bills and which ones have solar. The highest use ones will be considered for
solarization first. How to best use the energy audit and existing funds will be considered.
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Regarding the Jacona land grant situation, Ms. Miller said the County has been
seeking to acquire 10 to 20 acres in the land grant to build a transfer station and fire
substation. Originally, the County leased the land for quite a bit of money. An estimate
to build the facilities came in over budget because it required a great deal of earthwork
and it was determined it was too much money to invest in leased property. The grantees
were expected to provide a well with water rights which has not materialized. The
County broke the lease with a request to purchase the property. Apparently some of the
grantees have approached Commissioner Roybal interested in selling.

Chief Sperling said the main Chimayo Fire Station was to have an apparatus bay
and storage added to it; however, during the design phase it was discovered the station is
within the 75-foot setback from the arroyo. In order to proceed with the project a
stabilization of the bank is required which costs $133,000 as well as design work. This
was not anticipated in the original budget. The Turquoise Trail Fire Station in Cerrillos
received $1.2 million from the 2016 bond issue and Fire Department money, but due to
construction cost increases, the square footage cost now exceeds the available budget.
The project included PNM lines, water line and Century Link which will serve the future
community services facility on the same site. The shortfall is currently estimated at
$250,000. The Madrid Fire Station expansion uses entirely Fire Department resources,
but because of square footage cost, came in over $500 making the project short $150,000.
Adding the shortfalls of the three projects equaled $550,000. The projects are each well
into design phase. He suggested that using $550,000 from the $1.2 million slated for the
Jacona Substation. Once property is secured for Jacona, the earthwork could be
completed, and at a future bond issue funding, could be obtained.

Commissioner Garcia mentioned that “architect and engineer creep” also occurs.

The Hondo Fire Station 2 lacks adequate funding and will be postponed until such
funding is located. Regarding Eldorado Fire Station 2, Chief Sperling said the facility
lacks water service and either a well or a water line is required — both solutions
exceedingly expensive. The money for that project will be repurposed to Edgewood
station 3.

A discussion regarding ADA requirements at fire stations ensued and Mr. Naranjo
said that as community buildings are sometimes utilized as safe havens, handicapped
ramps and restroom accessibility is required. Commissioner Garcia recalled that former
Fire Chief Holden received ADA variances from CID for fire stations. Mr. Naranjo said
he would review the situation with CID.

Referring to South Meadows park/open space, Ms. Miller said that while the City
annexed the area they did not want to take over the park, although they did agree to take
over maintenance and ownership of some of the River Trail. The County does not have
the funds to make major improvements. The space is entirely fenced and designated as
open space through bond money.
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Mr. Kelley reviewed the completed projects and suggestions for repurposing
remaining funds from those projects.

Mr. Kelley reviewed the road and utilities capital projects and noted that the
Village of Agua Fria Wastewater infrastructure project is a multiphase project. The
amount the master plan identified was subtracted out the current funding and indexed out
over a 10-year period with an estimated $11.5 million in additional funding required.
Commissioner Hansen said Senator Nancy Rodriguez reauthorized money and the
relocation of water lines for this project.

Three projects in the Sunlit Hills Subdivision (Paseo del Pinon, Camino Tetzcoco
and Camino Pacifico) all contain private utilities facilities. The facilities would need to
be relocated. Mr. Martinez said it is a risk for staff to continue with the projects because
Sunlit Hills” water lines are in conflict with the road construction, and the depth of the
water lines raises concerns. Staff recommends not moving forward with the projects.
There is an ordinance that requires utilities to move lines; however, the Sunlit Hills Water
Association does not have the resources to relocate the lines.

Referring to CR 50A, Camino San Jose, Mr. Gomez said that this is a project
which has experienced “scope creep.” The funding allocation is not sufficient. The
project has drainage issues and easements will be necessary. He mentioned that once the
road is paved, problems can no longer be addressed by grading. The project is 30 percent
designed, and at this point is on hold while the County determines whether additional
funding should be identified or the project halted. This road fronts the La Cienega Senior
Center.

Ms. Miller said the CIP process discussed earlier will ensure that projects are not
altered at the last minute without preparing and without thinking how it will be achieved.
When the project is listed on a bond it is important that the County do what it said it will
do.

Regarding the projects that have been completed and have remaining funds, Mr.
Kelley noted some funds have been recommended for General Goodwin Road and the
Nancy Rodriguez driveway improvement. Mr. Martinez pointed out that the completed
projects on the list are not inclusive of all completed projects.

VII. Next Steps

Ms. Miller asked the Commissioners to review the projects and determine if there
are any that they would like further public input on, or perhaps repurposing funds for.

The CIP process will be further refined by staff and brought back to the
Commission for its action. From that point, staff will begin preparing the next CIP cycle
to include a bond question for 2020.
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In response to Commissioner Garcia’s request, Mr. Flores provided an overview
of the design-build process and how it benefits the County. The process does not remove
any control from the County. Design-build is similar to running a project in the private
sector with the owner having control from beginning to end. Design-build is only as
good as its implementation team.

Purchasing Director Bill Taylor pointed out that the big difference between the
traditional design, bid, build method is that the liability is with the owner; the design-
build moves the liability to the design-build team. The design-build team has to perform
and deliver the project based on the budget and performance requirements set forth.

VIII. Adjournment

Chair Hamilton declared this meeting adjourned at 2:55 p-m.

Approved by:

Board of Cc')unty Commissioners
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