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Introduction

	The City of Norton Shores continues its long and successful history of regional cooperation, collaboration and consolidation with its neighboring communities in Muskegon County. The 40-plus efforts dating as far back as 67 years continue to grow each year as local governments struggle to maintain essential services with ever decreasing revenues.  The list of most significant current cooperative/collaborative efforts can be found on Attachment A.  

Two years ago an area-wide services plan was facilitated by the Muskegon Lakeshore Chamber of Commerce resulting in the recommendations listed on Attachment B.  It served as the basis for Norton Shores’ original plan to increase cooperation, collaboration and consolidation of services in 2012.  The following is an update on the efforts made in 2013 as well as proposals to increase the City’s level of cooperation in 2014.  


Update on 2013 Plan to Increase 
Cooperation, Collaboration and Consolidation of Services


Consolidated Water Production System – The City of Norton Shores and Fruitport Township were successful in negotiating an agreement with the City of Muskegon for the provision of water beginning in April 2015.  This new agreement will provide valid and stable water rates into the future.  Also, with this agreement, all but one municipality within the county will be serviced by a single water treatment facility.

Timeline:  The water services contract was approved in October 2012.  Engineering services to build transmission main were approved in February 2013.  Fruitport Township and Norton Shores authorized soliciting bids to construct a transmission main to the City of Muskegon.  Construction is estimated to be completed by winter 2015.  Also, in January 2014 the two communities formed the West Michigan Regional Water Authority to help facilitate the project and associated bond sale.  Water will be purchased beginning on or about April 2015.

Barrier:  None.


Police and Fire Training Facility – The City Administrator took over chairmanship duties of the ad hoc committee working on developing and constructing an area-wide police and fire training facility.  Much work has been done to date including acquisition of a 30-acre site and development of a feasibility study and business plan.  The next step is identifying funding.  Unfortunately, the area community college, that could be a key partner in administration of the facility as well as funding, was unsuccessful in passing a capital improvement millage in the fall of 2012.  While the millage was not directly related to this facility, it indirectly could have provided local matching funds towards the application of grants.  Fortunately, the college went back to the voters with a revised proposal in November 2013 that passed.  The committee will meet with the college to determine how we can partner.

Timeline:  This started several years ago.  The committee met most recently in October 2012.  A presentation on the concept was made to area mayors in February 2013.  This spring I will meet with the college president and board chair.

Barrier:  Funding and governance.


Contract for Rental Inspections – Norton Shores is currently moving forward with Fruitport Township to partner on a rental inspection program which neither community currently has.  

Timeline:  A draft ordinance has been reviewed by both municipalities.  A joint Request for Proposals to service providers has been issued with a January 2014 deadline.  Once a service provider is identified the ordinance will be adopted and program started by March 2014.  

Barrier:  None.


	Joint Purchase of Land for Conservation and Park Purposes – The City continues to work with Spring Lake Township to purchase available property fronting on Little Black Lake to expand Little Black Lake Park.  The parties applied for grants in April 2013 and were recommended for Michigan Department of Natural Resource grants in December 2013.  Working together the two communities will leverage local resources and share in the cost of the property to provide additional park and recreation opportunities to our residents while preserving open green space and wetlands.  

Timeline:  An option agreement was executed in February 2013.  In December 2013 the MNRTF board recommended a grant in the amount of $146,800 to Norton Shores and $94,900 to Spring Lake Township.  Option extensions were executed in February 2014.  The grants await budget appropriation by the legislature.   

Barrier:  None.


	Joint Natural Gas Purchasing Program – The City of Norton Shores is participating in the Michigan Municipal League’s natural gas purchasing program.  The program involves the use of a consultant selected by the MML to negotiate natural gas purchases from alternative suppliers on behalf of a pool of local governments.  The City has saved approximately $4,300 this past year on natural gas purchases with this program. 

Timeline:  A contract to participate in the program was executed in December 2012.  The program began February 1, 2013.  We continue to participate.

Barrier:  None.



Consolidated Telecommunications – The City of Norton Shores, as a member of the Muskegon Central Dispatch system, participated in a combined voice over internet protocol (VOIP) telephone system using the current E911 fiber-optic network.  By working with a group, the City obtained the hardware and software savings of 69%, or $54,000.  In addition, the City is saving several thousand dollars each year in operating costs as the service fees are lower than those previously charged by the telephone company.

Timeline:  The phone system went live in June 2012 and has worked well over the past 22 months.

Barrier:  None.


	Engineering Contract for Services – The City of Norton Shores continues to contract with neighboring municipalities for engineering services.  Norton Shores contracts with the Muskegon County Road Commission for traffic signal maintenance.  Also, in the past the City has contracted with the City of Muskegon to provide surveying and related engineering services for street resurfacing projects.  Norton Shores will continue to pursue similar opportunities in the future as they arise.

Timeline:  Ongoing.

Barrier:  None.


2014 Plan to Increase
 Cooperation, Collaboration and Consolidation of Services


	Joint Park Master Plan – With the acquisition of 45 acres between the City of Norton Shores and Spring Lake Township a joint master plan will be developed that incorporates the new property into the existing Norton Shores Little Black Lake Park.  

Timeline:  The parties have discussed applying for a Coastal Zone Management Grant through the Michigan Department of Natural Resources to fund the park plan.  The parties will begin working on the grant application in the fall of 2014 for a spring 2015 submission.  Working together each local government will save 50%, or approximately $5,000, by hiring one firm as opposed to two in developing the park plan.


	Collaborative Target Market Analysis – The Cities of Norton Shores, Muskegon, Muskegon Heights, and Roosevelt Park have applied for a Michigan State Housing Development Authority grant to fund a target market analysis.  Each community is focusing on a specific geographical area.  The study would involve analysis for targeted housing markets in each community.  Norton Shores is interested in determining if a residential land use component would be desirable in an area involving several vacant sites including a former K-mart retail store, such as, senior housing and recommendations for housing types and density.  A collaborative approach provides economies of scale in terms of cost and value of the study.  It also provides for a “broader view” and context within which to study the housing market.  

Timeline:  The grant application should be processed by the end of February 2014.  Once approved, a Request for Proposals will be issued as early as March.  After a consultant is selected, it will take 2-4 months to complete the target market analysis.  The project should be complete by fall of 2014.


Conclusion

	The City of Norton Shores is proud to continue as a key player in Muskegon area’s long and tangible history of successful cooperative and collaborative efforts in providing public services.  It behooves local governments to partner in the current economy and, as always, it is the right thing to do in providing the best services at the lowest cost.  The City actively works toward additional opportunities to provide shared services.  




























Attachment A

City of Norton Shores 
Collaborative/Cooperative Efforts and Annual Savings
	Cooperative Effort
	Collaborative Partner
	Estimated Savings

	Water Treatment and Distribution
	Muskegon Heights, Fruitport Township
	$991,582

	Wastewater Treatment System
	Muskegon County
	$1,039,239

	Emergency 911
	Muskegon Central Dispatch
	$670,000

	Assessing Services
	Muskegon County
	$45,685

	Fire Services 
	City of Roosevelt Park
	$200,000*

	Airport Rescue and Firefighting Services 
	Muskegon County
	$93,000*

	Airport Police Security Services
	Muskegon County
	$25,000*

	Economic Development
	Muskegon Area First
	$79,000

	CDBG Administration
	City of Muskegon
	$74,000

	Landfill Authority – Transfer Station
	Muskegon and Egelston Townships
	$17,115*

	Library
	Muskegon Area District Library
	$85,000

	Drug Enforcement
	WEMET
	$470,000

	Tactical Law Enforcement Team ( ERT)
	Muskegon County, Norton Shores
	$575,000

	HAZ-MAT Team
	Area Fire Departments
	$100,000

	Technical Rescue
	Area Fire Departments
	$80,000

	GIS
	Muskegon County
	$68,176

	VOIP Telephone System
	Muskegon Central Dispatch
	$12,000

	*Estimated Revenue
	
	
























Attachment B

LOCAL GOVERNMENT SHARED SERVICE
Recommendations for Sharing Services in Muskegon County
	POTENTIAL SHARED SERVICE
	MUNICIPALITIES/DEPARTMENTS AFFECTED

	Fire Contract-for-Services
	Muskegon Heights contracts fire services to Muskegon or Norton Shores

	Ladder Truck Joint Purchase/Deployment
	Muskegon Area Fire Departments determine location and specifics

	Police and Fire Training Facility
	All county-wide police and fire agencies utilize – funding must be determined

	Police Contract-for-Services
	Roosevelt Park contracts police services to Norton Shores

	Police Contract-for-Services
	Muskegon Heights contracts police services to Muskegon or Muskegon County

	Collaborative Community Policing
	Muskegon Heights collaborates on community policing with Muskegon

	Police Authority
	Montague and Whitehall form a police authority

	Solid Waste Authority
	All or most communities form a solid waste authority

	Public Works Contract-for-Services
	Roosevelt Park contracts remaining public works operations to Muskegon

	Combined Public Works Operations
	Montague and Whitehall incrementally combine public works operations

	Contract for Meter Reading and Billing
	North Muskegon contracts water meter reading and billing to Muskegon

	Contract for Survey Services
	Muskegon County Road Commission contracts survey services to others on demand

	Contract for Engineering Services
	Muskegon contracts engineering services to others on demand

	Contract for Rental Inspections
	Norton Shores contracts with Muskegon for rental inspections

	Consolidated Telecommunications
	Muskegon area communities combine phone systems

	Centralized Purchasing
	Muskegon County institutes Reverse Auction purchasing process for all communities

	Centralized Geographic Information System
	Ten non-participating communities join County’s GIS initiative

	Contract for Income Tax Administration
	Muskegon Heights contracts with Muskegon for income tax administration

	One Water Production System
	All Muskegon area communities joined in one common water production system
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