3
3501 Civic Cenrik Drive, Suite: 325, SaN RararL, CA 94903
" 415/499-6358 — FAX 415/507-4104

Mark J. Riese nfeld

August 24, 2004

Honorable Board of Supervisors
Marin County Civic Center

3501 Civic Center Drive

San Rafael, California 94903

SUBJECT: Response to 2003 - 2004 Grand Jury Report “Marin Center — At What Frice
Culture?” (May 25, 2004)

Dear Board Members:

RECOMMENDATION: Concur in and adopt the attached proposed response to the 2003-2004
Grand Jury report on the Marin Center, and authorize the Board President to forward the report

to the Presiding Judge of the Marin County Superior Court.

SUMMARY: The 2003-2004 Civil Grand Jury published a report on May 295, 2004 entitled
sMarin Center — At What Price Culture?” The report included a request for a response from your
Board to all Findings (1 — 9) and to all Recommendations (1 - 6). Attached for your

consideration, in accordance with §933 of the California Penal Code, is a proposed response. A
copy of the Grand Jury report is also attached for your information.

None.

ALTERNATIVE: The Board may amend any suggested response.

'
[ X] County Counsel [ ] N/A

|  Human Resources [ x]N/A
|  Auditor-Controller [ X ] N/A

Respectfully submitted,

Mark J. Riesent
County Administrator

cc: Marin Center

County Counsel
FAGRAND JURY RESP\2004\Marin Centert - letters
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ADMINISTRATION BUILDING

3501 Crvic CENTER DR., SUITE 329
SAN RAFAEL, CALIFORNIA 94903-4193
‘TELEPHONE (415)499-7331

FAX (415)499-3645

TDD (415)499-6172

http://www.co.marin.ca.us/bos/

August 24, 2004

Honorable Terrence R. Boren
Presiding Judge '

Marin County Superior Court
3501 Civic Center Drive

San Rafael, CA 94903

Dear Judge Boren:

Forwarded herewith is the Board of Supervisors’ response to the 2003-04 Grand Jury Report
“\arin Center — At What Price Culture”. The Grand Jury requested Board responses to all
Findings (1 — 9) and all Recommendations (1 - o).

Respectfully submitted,

Steve Kinsey
President, Board of Supervisors

cc: Civil Grand Jury

F\GRAND JURY RESP\2004\Marin Center - Letters

2ND VICE-PRESIDENT VICE-PRESIDENT PRESIDENT CLERK
SUSAN L. ADAMS HAROLD C. BROWN, JR. ANNETTE ROSE STEVE KINSEY CYNTHIA L. MURRAY MARK J. RIESENFELD
SAN RAFAEL SAN ANSELMO SAUSALITO SAN GERONIMO NOVATO
1ST DISTRICT ZND DISTRICT 3RD DISTRICT 2

4TH DISTRICT 5TH DISTRICT
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Report Title: “Marin Center — At What Price Culture?”

- . May 25, 2004

/: Marm County Board ot Supervnsors

FINDINGS

= \We agree with the findings numbered: 1, 3 and /.
= \We disagree partially with ﬂndmgs numbered 4 and 8.

s \We disagree with fmdmgs numbered 2,5, 6 and 9
RECOMMENDATIONS

. Recommendatlon number 6 has been lmplemented

s Recommendations numbered 3 and 4 have not been mplemented but will be lmplemented
in the future __ S - - -

=  Recommendations numbered 1, 2 and 5 will not be implemented.

Date: 08/17/04 - Signed: | - .
. - ' Steve Kinsey, P resident”

Number of pages attached: 11 _ '



Marin County Board of Supervisors

Response to Civil Grand Jury Report:
Marin Center — At What Price Culture? (May 25, 2004)

Marin Center’s primary mission is to present a diverse mix of cultural and community events for
the benefit of Marin residents. 4

Agree.

Evaluation of the performance of Marin Center by the BOS, the Department; and the
Commission is primarily based on reaction from the user community.

Disagree.

The ongoing evaluation of the performance in the areas of operations, facility maintenance, and
customer service at Marin Center is based on a variety of both internal and external sources.
External evaluation of Marin Center is completed by the 125+ annual users and 500 event
participants through a post-event evaluation form and survey. Staff also responds to customer
service issues that arise from 600,000 annual event attendees. Internal evaluation of the
performance of Marin Center Is continual, conducted by the Board of Supervisors; Parks, Open
Space and Cultural Services Commission; and Marin Center management and staff. In
addition, the County’s annual budget process includes extensive review of all departmental

nrograms, including Marin Center.

All-inclusive reports on Marin Center’s finances are not routinely produced.

Agree.

However. most of Marin Center's finances are included in a General Fund budget center and
are featured in both the Proposed and Final Budget documents nrepared for the Board of

Supervisors and for public review (please see attached County of Marin 2004-2005 Proposed

Budget, pp. E-34 — E-36, and County of Marin 2004-2005 Proposed Budget, Line ltem

Supplement, pp. 484 -- 486). In addition, the Marin Center Presents (MCP) enterprise account
is monitored closely by Marin Center and Auditor-Controller staff.

Marin Center’s Net Cost to the County has risen 167% in the past six years.

Partially Disagree.

The net cost of the Marin Center operations has risen from $465,089 in 1998-1999 to
$1.170,817 in the 2003-2004 fiscal year, an increase of 152%. Costs have risen due {0

significant increases in utility ana insurance expenses, program and salary costs, and funding
1eeded to address deferred maintenance needs of the facilities. For example, from 2001-2002

4



to 2003-2004., insurance costs increased from $61,373 to $243,061, almost quadrupling in just
two years. Marin Center management and staff supervise expenditures closely and maximize
revenues whenever possible, while maintaining the facilities in the best possible condition and
providing strong customer service. AS a result of increasing Marin Center fees, the budgeted
net county cost for fiscal year 2004-05 is $963.562, a $207,255 (17.7%) reduction compared to

the prior fiscal year.

The amount of the Net Cost to the County is not reported in thé County budgei’,

Disagree.

The amount of the net cost of Marin Center to the County of Marin is Clear'ly re'pbrted in both the
oroposed and final budget documents. (See attached.)

There is no evidence that the MCP éccouhi‘ IS re.pof'ted eithe'r’-to thé Commission or to be the
BOS. - '

Disagree.

Marin Center staff prepares an annual detailed end-of-season report about the activities of the
Marin Center Presents programs for review by the Cultural Development Committee of the
Parks, Open Space and Cultural Commission. This committee, as charged by the Commission,
reviews the account balance of the MCP Promotion Fund and makes recommendations to staft
on programming, marketing, and strategic planning for the successful MPC series. '

Marin Center has not calculated the actual costs of operai‘ing each of its facilities.

- Agree.

Marin Center includes the Marin Veterans’ Memorial Auditorium, Exhibit Hall, Showcase
Theatre, Meeting Rooms and Fairgrounds. Marin Center does not track expenditures or
revenues on a per-facility basis, but only for the entire complex. Past efforts to identify and
track expenditures for each facility have been challenging due to the frequent scheduling of
events that use multiple facilities, and the difficulty of assigning administrative, event
coordination, maintenance and custodial services 10 each specific event.

Marin Center facilities are priced, generally biennially, based upon comparison with other
venues and what the market will bear.

Partially disagree.

Marin Center rental fees have been raised, most recently by 10% in both 2003 and 2004.
Recommendations for fee increases are based on a series of factors:
¢ Comparison of similar venues
s Mission to make facilities affordable and accessible to Marin County nhon-profit
organizations

5



Desire to maximize revenues to offset operating expenses

Review of operating expenses and overall net cost to County of Marin
Goal to keep current volume of usage and maintain or build overall revenue profile, and

Availability and cost of rental equipment.

The Board of Supervisors believes the current fees are fair and reasonable, given the Marin
Center's commitment to operating cost-efficient facilities that are affordable and accessible to
the community. The department will report to the Board of Supervisors on the impacts, either

positive or negative, of the fee increases.

Marin Center operation is at risk because of the lack of a succession plan for the Center
Manager.

Disagree.

An Assistant Deputy Director position was added to Marin Center's budgeted position allocation
in January 2004. This new position provides key administrative support to the Marin Center
Director. This position was filled with the in-house nromotion of the Senior Events Coordinator,
who has served as staff to Marin Center since 1996. Over the next year, the Director will share
his expertise and experience fully with the Assistant Deputy Director to ensure a smooth
transition in the event of the unexpected departure of the Director. It is important to note that
the current Director does not have retirement plans in the near future.

The MCP enterprise account should be integrated into Budget Center 780.

Will not be implemented.

The Marin Center Director and the County’s financial staff have reviewed the issue of whether it
is appropriate to integrate the Marin Center Presents enterprise account into Marin Center
Budget Center 780. They concluded that it is not advisable, at this time, to do so. The MCP
enterprise account serves the useful purpose of allowing the department to produce shows for
the Marin Center. Ultimately, the MCP account brings in about 15 percent of Marin Center
annual revenues. Operationally, it would not work as effectively to mingle the enterprise funds

with Budget Center 780.

The County is currently engaged in a project, which includes Marin Center, to revise its chart of
accounts. This project is part of the preparation for a much larger project: consideration of
whether or not to implement a new Enterprise Resource System that will include a new financial
system. If the County proceeds, the new system will provide much stronger accounting and
reporting for all its finances. In the meantime, County staff will explore moving the enterprise
account into the County’s GOLD financial system and setting-up a separate agency fund {o
provide better enterprise fund accounting reports and ensure easier public access 1o the

information.

L



The MCP enterprise account’s size and purpose should either be clearly limited and specified
by the BOS, orthe account should be eliminated. -

Will not be implemented.

The Marin Center Presents enterprise account’s size, mission, goals, and objectives have been
regularly reviewed by the Cultural Development Committee of the Parks, Open Space and
Cultural Commission, and the Director of Culturai Services. The Marin Center Presents
orogram is a popular and successiul effort, resulting in significant new revenues and an ,
outstanding array of international, culturally-diverse artists. The scale and scope of the Marin
Center Presents programs and budget are limited by the size of the reserve balance in the
enterprise account and monitored closely by staff to ensure this account’s long-term stability

and viabllity.

A long-range development plan to reduce and stabilize Marin Center’s cost to the County should
be produced, maximizing the use of private funds to underwrite operating costs.

Will be implemented.

The Marin Center Director will develop a long-term development plan to address the issues_of '
Marin Center’s cost to the County of Marin within six months. Since the facilities have been
supported by the County of Marin since the Marin Veterans’ Memorial Auditorium opened in
1971. it will be challenging to solicit private funds 1o underwrite operating costs at Marin Center.
Eriends of Marin Center, a community-based, non-profit support organization, currently raises

funds for small capital projects.

The Marin Center Renaissance master plan should clearly delineate the short- and long-term
impacts of renovation on operating and capital costs.

Will be implemented.

The Board of Supervisors believes both the short- and long-term fiscal impacts of the Marin
Center Renaissance Project are important to review and a critical component of the planning
nrocess. Master planning is now underway and will be completed in December 2004.
Consultants will start work shortly on reviewing the options presented by the team of architects
to clearly define both the potential construction costs and the economic feasibility and market
evaluation of the project. This information and analysis will be included in the staff report to the

Board of Supervisors in October 2004.

The construction costs and economic feasibility studies will be considered carefully by the Board
of Supervisors, Marin Center Renaissance Partnership and staff before any recommendations

of phases of the approved master plan are moved forward or implemented.

The Commission should increase its scrutiny of Marin Center’s overall financial management
and ensure that a balance exists between cultural excellence and fiscal prudence.

Will not be implemented.



To date, the Parks, Open Space and Cultural Commission reviews policies and programs, but
not does scrutinize the management of Marin Center. The Board of Supervisors believes it is
important to distinguish between policy review and management oversight. At this time, the
Roard does not believe increased scrutiny of Marin Center’s financial management is needed by
the Commission. Currently, the County Administrator’s staff and Marin Center’'s management
oversee Marin Center's finances to ensure that a balance exists between promoting cultural,
educational. commercial, artistic, and recreational opportunities for the community, as well as

operating the Marin Center in a financially prudent manner.

A plan for recruiting and training a successor to the Center Manager should be developed
immediately.

Has been implemented.

The Assistant Deputy Director position was added to Marin Center In January 2004. The
Director of Cultural Services is working closely with the Assistant in contract administration, staft
supervision, and facility operations so that the Assistant can provide effective and efficient
management, leadership, and support to Marin Center. The Board of Supervisors believes this
training program will maximize the potential for a smooth transition in the event of an
unexpected departure of the Director of Cultural Services. At the appropriate time, upon the
Director’s departure, a recruitment will be conducted; the Board cannot pre-designate someone

for the position.
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