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INTRODUCTION

In the Fall of 1990, the Cumberland County Commissioners appointed a group of
citizens to evaluate county/regional government. The County Commissioners
took this action after reviewing the VISION 2000 report and listening to a group of

citizens present a summary of that report. The County Commissioners asked the
group to focus its deliberations on the following questions:

1 Should regional /county government continue to exist and, if so, what

functions should be carried out by this level of government as opposed
to local or state government?

2) Are the boundaries of Cumberland County, as they currently exist,
still appropriate for regional government in this area?

3) Is the current structure of Cumberland County government
appropriate for regional government, both now and in the future?

4) How should regional/county government be funded? Is there a better
method of funding than the property tax?

5) What legal changes are necessary to zmplement any suggestzons
made?

The County Commissioners appointed to the Commission To Evaluate
County/Regional Government (“Commission”) people from diverse backgrounds
and varying political perspectives, but with the common trait of having a history
of involvement with community affairs. The members of the Comm1ssmn are
listed at the end of this report (Appendix A).

Factors Ieadmg to establishment of the Commission included:

* Increased awareness of the regional nature of many problems impacting
quality of life and ability to sustain economic growth in the region;

e Steadily increasing reliance on ad hoc regional problem solving
mechanisms to address these problems;

e Increased frustration with the complexity and. remoteness of the ad hoc
governance mechanisms;

¢ Increased frustration with the lack of ability of existing governmental
structures to facilitate efficient decxsxon making when competing public
_priorities are involved;

¢ Increased frustration with the rising cost of county government and its
- impact on local property taxes,

=% The belief that there might be a better way for government to be structured
to eﬁ'echvely meet the evolving needs of the reglon

This report will present the findings of the Commission and answer the questions
-asked by the County Commissioners. The report will discuss the historical and
philosophical issues which impact the role of County government.
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CONCLUSIONS

The Commission conducted its affairs over a two year period. Among its
conclusions were:

1) Efficient and effective provision of many public goods and services requires
organization of some services on a regional basis. Solid waste management,
water provision, waste water treatment, human services delivery, police
services in rural areas and transportation planning and coordination are
among the public goods and services currently organized regionally.

2) The regional organizations which provide public goods and services are often
ad hoc, special purpose organizations. These organizations usually focus on
one specific function, i.e., solid waste management, and therefore lack the
ability to coordinate and balance competing public interests. Aléo, these
organizations often limit participation in policy setting to a small group of
people who are not elected by the citizens at large. This lessens the ability of
citizens to meaningfully participate in policy development in these areas.

3) The role of State government' has expanded greatly in the past thirty years.
. Centralization of government authority at the State level has led to expanded
‘bureaucracies designed to implement uniform policies statewide. The
bureaucracies inhibit experimentation with new ways of achieving goals and
lack awareness of unique factors important to effective decision making in
Cumberland County as opposed to other countxes, and wsa versa.

4) Keeping control_ of government as close to the people as possible is a time-
proven concept. - As "issués have become more complex and more inter--
related (land use/environmental protection/transportation pohcy/economm
development), the scale at which local control can be a meaningful concept
has changed. Local control is being re-defined to mean ‘control at that level of

~ government closest to the citizens with the capability of effectively addressing
‘the issue. Increasingly, this implies a stronger role for County government
because the County is the level of government closest to the citizens with the

_ capability of effectively addressing issues which cross municipal boundaries.

- .
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5)

6)

8)

9

Ad hoc interest groups have assumed a disproportionate influence in
government. In the era of interest group politics, many ad hoc interest
groups claim the mantle of speaking for “the people” when in fact they
present one particular view of what is best for the public. In a democracy,
government must ultimately represent the interests of the public and must be
able to make difficult decisions even when powerful interest groups are
actively lobbying for their particular perspective. Government must reaffirm
its role as the entity with the responsibility for coordinating and balancing
competing interests. Strengthening the ability to coordinate and manage
competing priorities from a regional basis will reflect the reality that many
issues are inherently regional in nature, and will allow the unique needs of

the citizens of Cumberland County to be brought to bear during the decision
" making process. | ‘

The current structure of County government so divides responsibility from
authority that efficient and effective governance is ‘made very difficult, if
possible at all.. The County Commissioners have responsibility for the
functioning  of county government, but do not have the authority to
‘administer the departments of county government, which have their own
elected heads. Authority, respons1b1hty and accountablhty in county

: government must be made logical.

The county has functwnal responsxbzhttes, but no taxzng mechanism to

- support its work. To fund itself, the county levies a surcharge on the property

tax . which creates on-going discord between the county and the
mumcxpahtles A direct taxing mechamsm for the. county is necessary if 1t is
to eﬂ'ectxvely manage reglonal problem solvmg

County government should be more effectzve than state government. in
dealing with regional issues. Effective county government will strengthen

_ local control and Iocal capamty to address key problems and opportumtles

: Regzonal governance should promote accountabzlzty of elected and appoznted
officials.. A good mdlcator of this will be when citizens know ‘who 1s
respons1ble and what they are responsxble for at the county level
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RESPONSE TO THE CHARGE

The County Commissioners asked the Commission to Evaluate County/Regional

Government to answer five questions. The questions and the answers developed
by the Commission are:

~ QUESTION 1:

Should regional/ county government continue to exist and, if so,

what functions should be carried out by this level of government as
opposed to local or state government?

ANSWER:

County government should continue to exist. It is best qualified to facilitate
- coordination and to balance the competing regional interests because it will bring

~to the policy development and decision making processes the perspectxves of
people actually impacted by the issues.

While the Cdmmission'believes many existing functions are pioperly situated, we
believe the _County should also perform the following functions:

. Economlc development support

.. 'Regmnal review of local comprehenswe land use plans reqmred by the
state’s growth management law

| »  Administration of state envn-onmental protection laws. and pohcxes at the
‘regional level :

. Transportatmn planmng and 1mplementat10n

* Funding for non-proﬁt human services agencies N - N 7
* Waste water management : /Mulfvve % fl f?(/f ﬂ”f’&W !

. Water stpply managenieht | l’/{azu QW: %

The County should not manage correctional facﬂmes, t.hm responmbxhty belongs
“tothe btéte

& The County shoulc_l take an active role in promoting inter-municipal cooperation.
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Background For This Answer

Democracy, i.e., governance by the people, demands that citizens get actively
involved in defining the role of government. Citizens hold many different and
varied philosophical beliefs about the role of government. Therefore, in a
democracy, many different and varied philosophical beliefs must be considered
when thinking through changes in government roles, functions and structure.

The members of the Commission To Evaluate County/Regional Government
represented a wide variety of perspectives concerning the role which government
should play in our society. This made for lively and at times contentious
discussions concerning the topics being explored. This diversity of opinion and
perspective was a strength of the Commission because it mirrored the
perspectives and concerns of the citizens of our region in this time of change.

In the Commission's discussions it became obvious that the members generally
desire similar outcomes from government, but de’ﬁne those outcomes, and ways to
achieve them, differently. In general, meémbers desire only enough government

" to provide those public goods and services which are necessary for our society to

survive and prosper. They wish to limit government ‘services to those that can be
supplied better, at less cost, more equitably, or more responsively by a
govemmental unit than by individuals or private enterprise.

We support the followmg principles as guldeposts for determining the role and
functnons of regxonal government:

e Public services should be provided at that level of government closest to the

people which can adequately provide the service.

¢ Government based on majority rule is fundamental, but that the rights and

preferences of the minority must not be ignored.

* Citizens should have the amount of government they want, but thlS must be
tempered by the willingness of the people to pay for that government.
Organizations tend over time to become less responsive to the evolving

‘needs of those they were designed to serve, and that regular change and
methods to encourage flexibility are necessary to prevent rigidity.
Government must be very careful not to assume responsxbﬂmes better left to
the private sector. .

e There should be a loglcal relationship between the governance tasks

_. assigned to any specific governing entity and the respons1b1ht1es and
" structure of that entity.

* Every governing entity should be held accountable for its actions.

* The funding mechanisms for each governance entity should be loglcally

related to the services that entity provides.

The way a governmental entity is structured greatly impacts the efficiency
- and eﬁ‘ectlveness of that entity. .
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Those public goods and services which are inherently regional in nature should
be provided at the county level. The criteria for determining which goods and
services are inherently regional are:

Natural boundaries, such as aquifers and river corridors
e Multi-municipal impact, i.e., issues which cross municipal boundaries
e Economic vitality, i.e., issues which impact the economic v1ta11ty of the
region as a whole
e Meaningful public participation, i.e., issues whxch require a regxonal
forum if public participation is to be meaningful
Efficiency and effectiveness, i.e., issues which can most efficiently and/or
effectively be dealt with at a regional level
e Historical precedent.

As the Commission pursued its charge it became obvious that to understand how
any specific function of government worked, it was necessary to identify where re-
sponsibility resided for policy development, administration, funding and account-
ability. For any given function, such as fire protection, each of these responsibility
elements is managed at one or more layers of government. For fire protection,

' policy development occurs to a great extent at the State level and somewhat at the
municipal level. Administration, funding and accountability occur primarily at
the municipal level. The State provides support and training services.

 Where each responsibility element is managed is not the only area of interest.
The relationship between the level at which policy is established and service is
administered, or the level where funding is determined and accountability resides

- are also of concern. For instance, policies concerning incarceration of criminals
are made at the State level yet much of the administration and funding for that
governmental function comes from counties. Is this appropriate? Or should
policy development, administration, accountability and funding be-linked in a

rational way? When discussing regional issues and the role of county
government specifically, we focused much of our discussions on how policy
development, administration, funding and accountabxhty are being handled now,
and how t.hey should be handled in the future

~ Considerable time was devoted to considering the functions of government. As
nojed above, policy development, administration, funding and accountability were
reviewed for each function. In most cases, the existing ‘distribution of
‘responsibilities among State, Counties and municipalities was determined to be
~ reasonable. Those governmental functions which the Commission detérmmed
should be handled differently generally fell into the category of functional areas
which have experienced considerable change over the last twenty years. Also,
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these functional areas tended to be ones where State control places responsibility
too far away from the citizens impacted, while municipal control is not broad

" enough to include most people who are impacted by the function. Those functions.
we recommend be handled differently are discussed below.

Economic Development, Land Use and Envimnmental Protection

When dxscussmg economic development it soon became obvious to us that .
meaningful consideration could be given to the topic only if environmental
protection and land use issues were also discussed. In many ways, this
realization points out a major weakness with the existing system. In the State of
Maine we have bureaucracies to set and implement policies and regulations in all
three areas. Although communication and coordination may occur among these
_departments it is not uncommon for people and organizations in Cumberland
County who are attempting to get necessary approvals for an economic

- deveIOpment activity to receive what appear to be conflicting messages from the
various bureaucracies. Since as a state we want more high paying jobs, a very
 clean environment, protection- for individual property rights, development
activities which by their nature do not make it more difficult to provide public
goods and services such as clean water and fire protection, reduced energy
) 2 % consumption, and more, these conflicting messages realistically represent the
situation. When taken by itself, each of these things we want seems above
reproach. Yet when considered in light of other competing desues, each of these

wants cannot be achieved unless other wants are compromised.

The Commission believes that the ability to 'balance competing demands and
 make decisions which will allow progress is very difficult to achieve under the
existing structure. The Commission recommends that structural changes be
made in the governance system to allow balancing among competing priorities to
occur at the County level.” This must be accomplished if we are to deal with the

mcreasmgly complex problems facing economic development 1mtlat1ves and
'envu-onmental protectlon goals in our County

| Speciﬁcally, the Commission recommends:

The County should coordmate pubhc sector economlc development policy
A development and 1mp1ementat10n for the region. Tlns should mclude

should be on creatmg a climate. condumve to econom:c wtahty, busmess
)| .~ success and area prospenty
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e The Greater Portland Council of Governments, acting in its role as
Regional Planning Agency, currently fulfills the regional coordination role
required by the state's growth management law. The county should bring
the COG planning functions under the county umbrella.

e While environmental law and regulations should continue to be established
at the state level, environmental review should be moved to the county level.

A County Board of Environmental Review should be established by county
government. The county should arrange for certified professional staff to

- perform staff work for these reviews. The fees charged to developers which
currently go to the state should go to the county to offset the cost.

Municipalities with in-house expertlse should be able to perform the
reviews themselves

The intent of these recommendations is for the County to provide a structure
which allows decisions to be made which balance competing interests concerning
economic development, land use and environmental protection. Most
- Commission members believed that a balancing mechanism was the missing

link in the existing structure. Since we as a society want good jobs and a clean
environment, energy efficiency and the ability to get where we want to go with
little hassle, we as a society cannot have all of every priority we desire. Therefore
the need to balance, and a mechanism to achieve that balance, are crucial.

Transportation Plarming and Implementation

Transportation planning and implementation are predominantly handled at the
state and federal levels.. Although most people think of automobiles and roads
when they think of the transportation system, rail, air, port and mass transit
facilities also play very important roles in the economy and life of the region. In
light of the recent transportation policy changes at the federal and state levels,
non-road transportation systems may well play a bigger role in the future. The
new initiatives indicate that massive changes in thinking about transportation
are takmg place The new federal pohcy has as two of its major goals reduction of
- energy consumption and sharing more costs thh lower levels of government.
The new state policy requires extensive citizen mput and consideration’ of all
alternatlves ‘when making transportatxon declsxons It also suggests that mtlzen
N mput be orgamzed ona regumal level '

, Although planmng and 1mplementat1on for transportatlon issues’ have '
predominantly been handled at the upper levels of government, the members of
_ the Commlssmn beheve that transport.atxon 1s a very 1mportant regmnal issue.
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Much of the regional economy is based on the ability of local businesses to
transport goods and people to and from homes and work places. Most citizens
travel predominantly within the region. In light of this it is remarkable that the
municipalities and county have such little ability to shape the region's
transportation system. The main reason appears to be that most transportation
funding is beyond the scope of local and regional government. Especially in light
of the massive changes taking place in the transportation policy development
process at the federal and state levels, it is imperative that the region increase its
ability to impact transportation decisions.

PACTS, the Portland Area Comprehensive Transportation Study, and the Greater
Portland Council of Governments, coordinate local and regional transportation
planning. PACTS is the mechanism used to coordinate transportation planning
‘for much of the region and to allocate federal transportation dollars designated for
the region. PACTS acts as the designated metropolitan planning organization
required by the federal government as part of the urban transportation planning
process. GP COG fulfills the transportation planning role for those
municipalities in the county which do not participate in PACTS.

The Commission believes that more local and regional input into transportation
planning and system development are necessary, especially during the coming
years of great change. Because the State's new transportation planning
mechanism is in process of being developed, it is a good time for the county to get
involved. The Commission recommends that the County assert its desire to play
an active role in coordination of transportation planning and system development
for the region. The just released guidelines on implementation of the new

- transportation policy should offer an excellent opportunity for the county to get
involved in regional transportation planning.

Human Services

Currently, the federal and state governments fund and administer most welfare
programs. General assistance is the major component of municipality's human
services costs, and the state reimburses the municipalities for most of these costs.
Since determinations of levels of support to be provided via general assmtance are
made at the state level, this fundmg mechanism is appropnate

Public sector funding for non—proﬁt human services agencxes often com.és from a
combination of federal, state, county and local governments. This can lead to

situations where agencies apply both to the county and to individual
municipalities for funding. It can require human services agencies to make
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multiple presentations to multiple towns seeking relatively small amounts of
funding from each.

The county has established a human services advisory committee to
systematically study requests from the agencies for funding. This mechanism
balances the needs of the people in the county with the proposals submitted by the
agencies and rationally allocates available funds. Most municipalities do not

have the staff or the time to pursue a systematic evaluation of proposals when
allocating human services funds.

Human services are inherently regional in nature. People receiving subsidized
child care or homemaker services may live in Gorham or Freeport or Standish
and receive service from an agency in Portland or Yarmouth or Westbrook. Many
of the human services agencies are organized on a county or regional basis. Our
- society has determined that people should not live below a certain standard. We
have determined that certain policies which support the work ability of certain
groups of citizens, or which provide support services to other groups who would
otherwise not be able to live without supervision, are important for the common

good of everyone. The organizations which have developed to fulfill these goals
have chosen to approach them from a regional perspective.

The Commission therefore recommends that funding for non-profit human
services agencies be consolidated at the county level. Municipalities would no
longer use property tax dollars to fund human services at the local level, and
additional property tax dollars to fund human services at the county level. The
county’s human services advisory committee process can be used to allocate funds
"in a way which meets the human services needs of the citizens of the county.

Waste Water Mahagement and Water Provision

Regional government should be responsible for policy development,
administration, qperations and funding of waste water management including
the management of source point pollution. The regional government should have

the authority to delegate respon31b111ty for adm1mstrat10n and operatlons as 1t
deems appropnate

Management of waste water is an issue which crosses local boundaries and
directly impacts the well being of the region as a whole. As our understanding of
the impact of polluted water on our lives and our economy has increased, the need
to manage this most precious of resources has become clear. Many changes are
“now taking place that will impact the nature of water management in the future.
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Waste water management is moving more into the political arena than was
previously the case. The high and rapidly increasing costs of managing waste
water, as well as controversy over appropriate fee structures, are making waste
water management more controversial than in the past. Also, the impact of state
and federal mandates, and the fact that they have been becoming more stringent
and costly, have forever moved water management out of the "taken for granted”
category. Funding for waste water projects has moved from predominantly

federal, to a mixture of state, federal and user fees, to an increasing rehance on
user fee funding.

It has become: abundantly clear that decisions about expanding waste. water

- systems impact local land use decisions. As the relationship between waste water

management and environmental quality becomes better understood, the
technology and expertise needed to make informed decisions about waste water
management has become less and less available at the local level. The bottom line
is that waste water management is an issue which seriously impacts the region
as a whole. A larger political entity will be better able to negotiate with the state
and federal authorities who drive waste water management policy development
and regulation. The county will also be better able to work with municipalities in

an increasingly political arena to assure that safety considerations for the entire
region receive pnonty

Policy development, adm1mstrat10n, operations and fundmg related to the
provision of water should be the responsibility of county government.
Municipalities could elect to provide their own water if they so desire. However,

“the county should have the authority to block any direct threat to water quality.

Like waste water management access to safe drinkiné water has become costly
and heavily politicized. Regulatlons mostly from the federal level, will soon
cause rate payers in our region to experience substantial increases. The value of

the additions to the water protectlon system necess1tated by the regu]atmns is
questloned by many

| The shar_mg of authority between municipalities.and special districts or private

water companies worked well prior to the politicization of access to water. :
However, the PUC will regulate water rates no matter how the water is provided.

, Lxﬁe waste water management, access to safe drinking water is an issue which

crosses local boundaries and directly impacts the well being of the region as a

whole. Also, a larger political entity will be better able to negotiate with the state |

and federal authorities who drive access to water policy development and

' reg‘ulatxon
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Corrections managemént is not a legitimate responsibility for County
government. This responsibility should be transferred to the State.

The Commission believes that the laws and regulations which are the basis of the
corrections system are generated at the State level. Corrections should therefore
primarily be a State function. Another strong argument for State management of
corrections is that a State system should provide for more equitable financing.
Funding the corrections system from the more broadly based taxes available at the

State level will more closely match the broad social value of the corrections
~ system. " ' ' '

Municipal Cooperation

In ma‘ny-f‘unctional areas, the Commission believes that the county should
encourage and facilitate inter municipal cooperation. Fire, rescue and dispatch,

especially as concerns capital expenditures, education and library services are
areas where the county can facilitate cooperation.
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QUESTION 2:

Are the boundaries of Cumberland County, as they currently exist,
still appropriate for regional government in this area?

ANSWER:

The functioning of county government could be improved if county boundaries
were realigned to reflect rational consideration of factors such as natural
boundaries, work/live patterns, economic vitality, psychological perception of

“place”, etc. Nevertheless, our only formal vote was to leave the boundaries as
they are. ' '

Most members of the Commission felt that little logic can be found to support
existing County boundaries. As one Commission member repeatedly stated, the
towns in the western part of the County feel they have little in common with the -
Greater Portland area. Other Commission members put the case more broadly:
the existing County boundaries do not have an organizing logic such as a shared
economy or watershed. Thus, many. Commission members felt that County
boundaries should be re-drawn. The overriding concern when the Commission

discussed this issue was that to change County boundaries would impact the
entnre State and would require action by the State :

The Commission therefore recommends that.the boundaries issue be dealt with in
a statewide forum. |

In the absence of state-wide action, the Commission voted to recommend to the
County Commissioners that the existing County boundaries remain as they are.
The issue arose a number of times during the Commission’s deliberations.
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QUESTION 3:

.Is the current structure of Cumberland County government
approprwte for regzonal government, both now and in the future?

ANSWER

No. The current structure of county government is not adequate to deal with the
governance needs of the county, neither now nor in the future. It should be

changed to make it more representative of the citizens and more supportive of
leadership development.

Background For This Answer

Government re-structuring is currently a topic of interest to many in Maine. If
one believes that the citizens in a democracy generally make the right decisions
and have the right instincts about their government, then this interest in re-
structuring must be taken very seriously. Members of the Commission To
Evaluate County/Regional Government discussed on a number of occasions their

concerns about the structure of government in Maine, especially as it impacts our
ability to deal with regional issues.

The most far reaching change in governmental structure in Maine in the last
twenty five years has been the greatly increased role of State government. This
enhanced role was an outgrowth of alterations in the funding and organization of
State government which occurred in the late 60's and early 70's. These changes
were in response to a generally shared perspective that we were not adequately
responding to evolving social, environmental, economic and other problems, and
that government must be re-structured to address these problems. In response,

the State of Maine set up the department structure and management system

which it currently uses thereby enhancing the ablhty of the State to prov1de public
goods and services.

' The stronger, consolidated state departments which came out of that era of
reform pursued the course mandated by decision makers. = They organized
themselves in a manner designed to facilitate meeting their responsibilities on a
stat_ewuie basis. Often this involved establishing or strengtbemng regions so that
pohcxes could be mplemented in a controlled and coordmated mananer.

The members of the Commission noted several concerns thh the outcomes
realized as a result of the current structure of State government. The State
departments have established, and strengthened over the years, a series of hub
and spoke bureaucracles ‘The hub is the administrative oﬁce in Augusta which
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works with the Governor and legislature to set policies. The spokes are the
regional offices located around the State which implement the policies set at the
State level. The regions established by the departments tend to be defined based on
criteria of that particular department and often do not coincide with regions
established by other departments. Also, since each department has its own
legislative mandate, often made by the particular legislative committee with
jurisdiction over that specific department, the ability to coordinate and balance
competing priorities can be problematic. An example is the at times conflicting
environmental and economm development policies which the current structure

generates

At a t.ime ‘'when American business is decentralizing its structure and
emphasizing total quality, which is based on coordination among various
components of a system to improve quality and an emphasis on improving
processes as a way to achieve long term results, government appears to remain
centralized and controlled from the top down. Since each department's rules are
self generated, coordination and balancing of competing priorities seems to
receive less attention than many think necessary.

The State has certainly been a benevolent patron to both municipalities and
counties. The State has developed and implemented formulas to share revenue
from-its broad taxing mechanisms, and has allowed lower levels of government to

" retain some of the funds they collect for State mandated services. In addition, the

State pays the expenses for many of the services it mandates.

The concerns raised by members of the Commission centered around the

‘question, "Is this centralized structure, even though it was an appropriate step

forward when it was taken and has achieved good results in the past, still the best
way to deal with our current and future governmental needs?”. Implied in this
question is the belief held by many that organizations and systems must
continuously evolve because reality continuously changes. In business,
alterations in the economy or market require a business to change to survive;
governmental structures tend to move along with great inertia and resistance to
change. This all fits with our experience, but does it fit our best interests?

Referring back to the principles of governance, our shared beliefs in local control
and in providing governmental services at that level of government with the
ability to adequately deal with those issues which is closest to the people, imply the
need to re-think our current structure. Also, the fact that regional problem
solving has become much more necessary because more of the governmental

" issues we deal with are regmnal in nature encourages us to re-thmk our current

structure.

| .
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The current structure has led to the development of multiple ad hoc organizations
to manage regional issues. This has removed management of these issues an
additional step away from the citizens and lessened the ability of the public to
participate in policy development concerning these issues. The current structure,
by encouraging the proliferation of single purpose regional organizations, does
not allow coordination and balancing of competing interests to ‘achieve best
possible outcomes for the citizens as a whole.

The current structure consolidates legislative and executive responsibilities in a
group of three commissioners, but deprives them of full authority by giving
managementvresponsibi]ity for specific departments to elected department heads.
This structure dilutes accountability and makes effective management difficult.

It also does not allow the county to benefit from the professwnal management
common at both state and mumcxpal levels.

. The mﬂuence of the commissioners is. diluted by the fact that the commissioners
can generate revenue to fund the county’s activities only from fees or by levying
surcharges on local property taxes. The lack of a direct taxing mechanism
means that in addition to being responsible to and held accountable by the

electorate, the county commissioners must also appease municipal and state

ofﬁcials who at times second guess county priorities and decisions .

There are too few commissmners to meaningfully represent the citizens. No other
level of govemment in Maine has one elected legislator representing in excess of
60,000 citizens. Also, having three Commissioners fulfill both the executive and
legislative functions, while having only budgetary authority over a variety of other
elected County officials, is not an effective governance structure. ' Effectiveness
requires that responsibility, authority and the abihty to administer be clearly and
logically related. When County Commissioners have budget approval authority
but cannot hire and fire the administrators who. will implement policy, the
question of who is responsible for performance is fuzzy at best. The Commission

~ believes a new structure for both executive and legislative functions is necessary if
- County government is to meaningfully fulﬁll its respons1b111ties in an era of

mcreased regmnal problem solving.

Recommended Structure of County Government

The Commissmn recommends that 'Cou_nty legislative responsibilities be carried
out by an elected County Council. Current State law allows up to seven County
Commissioners. The Commission recommends that State law be changed so
Cumberland County can establish a County legislative body consisting of twelve
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members, 9 elected from districts and 3 elected at large, all with staggered three
year terms.

The executive function should be carried out by a full time County executiv
elected at large and limited to two four-year terms. The Commission discussed

whether this executive should have a “weak” or “strong” role. In the end, the

Commission believed that a “strong” executive will better meet the needs of the
county. This person will be fully responsible to the citizens and the legislative
body for administration of county services. The sheriff and district attorney will
be elected by the citizens. All other county positions except the executive and the
commissioners will be appointed by the executive with confirmation by the County
Council. 7 Ww Probsh et '(\rhﬁ? Cheog shi¥g Loco?

. W?T M -+ Yo e 7 A _
Several basic tenets underlie the Commission's recommendations concerning the
structure of county government. Many issues are inherently regional in nature,
yet are not currently managed from a regional perspective. If county government
ig to provide the forum required to bring a regional perspective to bear on specific
problem areas, the county government structure muist allow meaningful
representation of the citizens in the process. Three county commissioners
representing over 200,000 people does not adequately allow meaningful citizen
input. Therefore, a larger legislative body makes sense.

Legislators elected to serve the county must be chosen in line with the one person,

one vote principle. Also, the various sub-regions of the county may well have

differing needs which should be adequately represented in a county legislature.
The need for the county legislature to act in the best interests of the citizens of the
county as a whole, regardless of what sub-region each legislator lives in was also

discussed. Therefore the Commission believes that a mixture of at-large and
district legislators makes sense.

The Commission believes strongly that the executive function should be separate
from the legislative function.. Our country has a solid history of success with a
system of balanced power between legislative and executive functions. An elected
executive allows the citizens to judge candidates based on what the candidates tell
the citizens they will do if elected. This process not only assures that the citizens
know what they will get if they elect a certain person, it also makes possible the
kind of leadership which organizations so desperately mneed if they are to
accomplish good results in an increasingly complex society. '

Cumberlémd Counfy has been notoriously ineffective in Augusta over the years.
The inability of elected officials in Cumberland County to agree on measures to




]
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benefit the county has led to poor results for many bills presented to the State
legislature. One way to deal with this problem is to have an elected leader who
can represent the interests of the county as a whole in Augusta.

The current structure of county government requires that in addition to electing
County Commissioners, many other county positions are elected. Many of these
positions are administrative in nature and, in most modern governments, are
usually handled by professional staff. The exceptions to this are the sheriff and
the district attorney. The Commission believes that it makes sense to elect the
legislative body, the executive, the sheriff and the district attorney.
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QUESTION 4:

How should regional/county government be funded? Is there a
better method of funding than the property tax?

ANSWER:

County government should reduce the property tax burden on County citizens, by
seeking from the state the ability to generate its own revenue from county option
taxes.  This method of funding would give the citizens of the county the final
authority for the type and level of taxation used to fund county services. It would

spread the burden of taxes somewhat in the direction of wsxtors and others who do
not live in the County

Background For This Answer |

The County,budget for 1992 is approximately ten million dollars. Of that, eight
million dollars is raised from the property tax and two million dollars is raised
from fees for services provided by the County. When the debt service for the new

jail comes on line in another year or so, the County budget will go up by more than
two million dollars. :

Reliance on the property tax is an inadequate means of funding county
government. Reliance on increased funding from revenue sources controlled by
‘the state is also inadequate as a means to fund county government. Both of these
funding methods remove county government from direct responsibility for raising
the funds which it expends. Second-hand funding also leaves county government

open to second guessing by the pnmary revenue generator, i.e., the
mumapahtnes or the state. '

The need to reduce the County's dependence on the property tax was a major point
of discussion by the Commission. The need for the County to have a way to pay for
its own needs without fear of the State deciding to re-allocate funding so that the
State's financial needs receive priority was discussed. The need to come to grips
with the fact that the only way to reduce dependence on the property tax is to have
an.o.ther funding source for County services was discussed. Some members of the

Commission felt that this could best be achieved by demanding that the State
allocate to the Counties the(entire real estate transfer tax} jail operations
surcharge tax, and other fees cuirently genera ¢ County and taken by the

State. Most members felt that this would not happen and that another approach
was needed. '
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The Commission recommends the county fund its service by establishjng a
revenue mix of fees for services provided, sales tax revenue and property tax
revenue. County expenses should be funded on the followmg basis:

- Approximately 20% from fees for services prowded to individuals or
individual towns

- Approximately 40% from property tax
- Approximately 40% from the proceeds of a County option sales tax.

The Commission developed the following ratxonale for fundmg of county
government

* Fees should pay for those services which benefit md1v1duals or 1nd1v1dual
commumtnes rather than the County as a whole.

° Relianee on the property tax should be substantially reduced, but not
. eli_minated because the stability of a property based tax is helpful to
' "governments because it doesn’t fluctuate with economic activity.

. ®. Access to a broad based tax is necessary to reduce reliance on the property
: tax"l A county. gpmon sales tax of 1/2% would allow funding for county

- services to be shifted from the property tax to the sales tax, and would leave |

funds left over for distribution to the municipalities in the county via a
revenue sharing mechanism. Also, since Cumberland County sends about
' 20% more tax dollars to Augusta than it receives back, a county option sales
tax should be preferable to increased state sales tax to citizens of the county.
The funds from that one half percent (12 million dollars based on 1988
numbers) should be allocated in the following manner:

% Whatever is needed to ach:eve the 40% to the County budget should be
allocated to the County

- - The remainder should be distributed to the municipalities using the
- same revenue sharing formula the State uses. ‘Distributing part of

. the sales tax revenue to the municipalities will help them meet their
responsibilities.




PAGE 31 1
The County option sales tax should be implemented only if passed in citizen ‘
referendum. |

e The County Charter should build budgetary discipline into the system. To
accomplish this, the year after implementation of these recommendations
‘should be established as a base year. Waiting one year will allow the
impact of changes such as moving human services funding from

* municipalities to the County to be built into the County budget. The
operating expenses of the County should be allowed to increase each year
after the base year only by some objective scale, such as the Consumer Price

Index. This provision should be able to be overridden by referendum vote of
the citizens. ' ’




PACEZ

QUESTION §:

What legal changes are necessary to implement any suggestions madé?
ANSWER:

Many changes will be necessary. That is why we have made the broader
recommendation that the County Commissioners initiate a dialog regarding the
structure of government throughout the State. — whk d"”‘“’b’o weo wadle 7

The Commission recommends that the County Commissioners seek legal advice
concerning changes in state Iaw_\/Current state law allows up to seven county
commissioners. The C ission recommends twelve urrent law does not
allow county option tax t also does not address an elected county executive.

= ?WLZ*I V{Pldﬂa
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WHY CONSIDER CHANGE: CRISIS VS. SYSTEMATIC CHANGE

Since societies of people have needs which require public goods and services, and

since these needs evolve over time as societies change, various ways to adapt to

changing needs are developed and implemented. The role of counties in the State
- of Maine has not evolved as needs have changed. The role of counties in Maine
- has changed little in the approximately 250 years they have been in existence.

However, much has changed about Maine, the Umted States and the world in
those 250 years

Improvements in communications such as telephony, radio and TV; advances in
personal transportation such as automobiles and airplanes; and advances in
transportation of goods by truck, rail, ship and air have changed our concepts of
what is near by and what is far away, what is accessible and what is remote.
These and other factors have caused other changes in Maine, among the jobs
available in the economy, the living and working patterns of people, the influence
of the national and world economies on the economy and jobs in Maine, the values
of the citizens in areas such as environmental management and land use, and
much, much more. This larger population, more aware of the variety of factors
which impact their lives and the lives of their children, more ¢ognizant of the
) finite resources available in Maine and the world, and more accustomed to
working within organizations to get things done has d1fferent expectations than
the Mainers of 250 years ago or even 50 years ago.

As society has gotten more complex, it has become obvious that some problems '
are most appropriately dealt with on a regional basis. A good example is
-management of solid waste. In a relatively short period of time we have gone
from burning trash in a barrel in the back yard, to taking trash to town dumps, to
taking trash to town landfills, to taking trash to town transfer stations which take
it to RWS for incineration, to recycling as much of our trash as possible. Whereas
local solutions worked well when we were unaware of the environmental impact
of discarding our trash locally, a regional solution became preferable when a

large capital investment and expert engineering knowledge became necessary in
order to deal with the problem

_ Other examples of regional problem solving abound. The Greater Portland
Cquncil of Governments administers a shared purchasing program and is the
regional planning agency which coordinates the state's growth management
effort. PACTS, the Portland Area Comprehensive Transportation System
manages a sub-regional system to prioritize transportation improvement needs
and allocate federal transportation funds. Many state departments are organized
into regions for purposes of service administration. Many organizations with
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quasi public responsibilities, such as Threshold To Maine's Future, human
services agencies and the Saco River Corridor Commission, operate on a regional

-basis.

Most members of the Commission believe that the movement towards regional
problem solving is the natural outgrowth of factors such as those mentioned
above. The question becomes are we better off with many different ad hoc
organizations, each with its own definition of the region and its own self defined
area of responsibility and governance structure. Or are we better off moving
toward a stronger County government which can coordinate public policy for

regional problems and which will more directly represent the citizens through its
elected representatives. -
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SUMMARY OF RECOMMENDATIONS

It is a time when many are re-thinking the role of all levels of government in the
' State of Maine. County government should play an important role in this re-
thinking process. For this to happen, the historic lack of confidence in county
government felt by many leaders and decision makers in Maine must be
addressed. The County Commissioners should step forward, regardless of their

personal beliefs about the role of County government, and lead a structured dialog
about re-forming County government.

The model of county government developed by the Commission To Evaluate
County/Regional Government provides a focal point for discussions about re-
forming County government.@l’he County Commissioners should conduct
workshop meetings with citizens in each County district, municipal officials,
business leaders, interest group members, State legislators and administrators,
Commissioners from other counties, and groups with a history of seeking
improved governance in Maine such as the Maine Municipal Association, the
- Muskie School of Public Policy and the Maine Development Foundation. These
‘workshops should present the model and ask for input, suggestions, concerns
and ideas for improving governance, especially County government.

The goals of this effort should be:

e To present the concepts and issues identified by the Commission to the
citizens and ‘leaders of the region thereby encouraging them to think
through for themselves the appropriate structure for government as a
whole, and speciﬁcally coimty government |

. _To get ideas and suggestions from the citizens and leaders of the regmn for
mprovement of county government

¢ To encourage discussion about the role of | county government so that
citizens can make an informed decision when votnng on the referendum to
estabhsh a county charter commxsswn

By..faclhtatmg discussions among the various groups mentioned above, the
Cumberland County Commissioners will be fulfilling an important civic role.
Presenting new ideas, seeking new and better ideas, and facilitating discussion.
and action concerning how to improve our governance structure is the type of
leadership needed if we are to make the difficult and risky demsmns necessary for

meamngful change in govermnent




After facilitating public discussion about the role of county government, the

Cumberland County Commissioners, pursuant to Title 30, §1551, subsection 1 of

‘Maine Statutes, should order the establishment of a charter commission to
develop a county charter. This order will cause the question of whether to

establish a charter commission to go to the voters at a regular or special statewide

election. In addition, it will allow for two people from each county district to be

elected to the charter commission, should it be approved by the citizens.

CONCLUSION

- The members of the Commission to Evaluate County/Regional Government wish
to thank the Cumberland County Commissioners for the opportunity of
participating in this effort. The work was certainly neither easy nor without

discord. But it was very stimulating and meaningful in that it captured the
essence of the governmental re-structuring debate currently taking place in our

'country

County government does not have a history of popular support in the New
England states. As we have all been aware from the beginning, proposals to alter
the role of county government, especially when the recommendations will

strengthen county government, will be very controversial. However, that the
 changes recommended will not please some is not the issue. Our country is great
because we believe in change. We believe in finding a better way. We believe in
envisioning a better future and trying as hard as we can to get there. In terms of

the issues studied by the Commission to Evaluate County/Regmnal Government,
we beheve we are presentmg a better way.
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COMMISSION TO EVALUATE COUNTY/ REGIONAL GOVERNMENT

- MEMBERSHIP LIST

Name Town of Residence Elected/Appointed
Henry Black Baldwin State Senator
Ed Bonney Freeport Town Councilor
(_Mike Brennan Portland Legislative candidate
John Bubier Yarmouth Executive Director, COG
Judy Carpenter South Portland Piémning Board
Carolyn Cosby Portland Party Chairpefson '
Karin Draper Raymond |
Kevin Glynn South Portland City Councilor
| ﬁf (CBob Goettel Cape Elizabeth USMVP.
Ernest Greenlaw Standish State Legislator
Spencer Jones Yarmouth Downtown Improvement District
Nick Kirby | Gorham Town .Councilor :
Harold Meade Bridgton Planning Board
Paul Niehaus Sebago
| Bill Nﬁgent Yarmouth PUC member
" Gordon Raisbeck Portland '
William Richards Cumberland
John Roberts Cépe Elizabeth ,
Phil Spiller Westbrook Former Mayor of Westbrook
Sidney (Pete) Thaxter | Portland
Mérrill Thomas Westbrook
Dick Wood Gréy, Town Counciior




APPENDIX B

QUESTIONS FOR GOVERNANCE MODELS
PREFACE

Our work pi'ocess calls for giving all members of the Commission, either individually or in self-
selected groups, an opportunity to present models of how to accomplish the functions of government

in our region, whether through regional governance! or not. Then the Committee will compare
and contrast the models as a first step toward deciding what structure would be most effective.

‘It will be much easier to compare the various models if they are organized on some consistent

basis. The way to assure consistent organization, we propose, is to build all models around the
answers to a set of questions. These questions will cover the whole range of issues in the charge
from the Commissioners, while stimulating thought and creativity. The question structure will
also act as an outline for each model. The intent of the questions is to make sure each model at

least considers all the relevant issues in regional governance, without suggesting or requiring
any particular way to resolve those issues. Our aim in constructing the questions has been to avoid
slanting the final decision by what is included or left out of the questions. We have tried to make
sure every pomt of view is capable of being presented in answer to these questxons

The answer to each question should include a statement of the reasons for the answer, the

advantages and disadventages of the proposal, etc. In this way we hope to allow members to test
both their own assumptions and logic and the assumptions and logic of other models.

Models should represent optimum solutions, without regard to assumed political constraints. In
other words, people should describe what they re‘ally want, without worrying about whether it would
be acceptable to State legislators, municipal officials, et al. Later in the process, after we have
agreed upon a model, we will decide what has to be modified in the model to make it acceptable to

the citizens of this regxon We will also decide later on the actions needed to 1mp1ement our
recommendatlons

IThe exact meaning of "regiona]-" will be defined later in this document.

The term reg:onal governance” is used here to any form of orgamzataon formal or mformal

that extends beyond munmpal lines. It is distinet from reg:onal govemmgm. ) which is a body

defined in law that is able to pass laws, impose taxes, etc. As the pages which follow will .
~ demonstrate, "regional governance” may or may not include "regional government”.
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PAGES

INTRODUCTION/INSTRUCTIONS

Thie set of questions rests on this principle: governance should exist for well-deﬁned purposes,
or else it should not exist at all. In other words, governance is based on the need to accomplish

some functions and/or dehver some services that cannot be better aeoomphshed in some other
way. We do not have governance for its own sake, or the sake of tradition.

For that reason, the ﬁxndamental questions for any model are: What functions and services are

best provrded by government? And at what level of government is each function or service best
prov:ded" All other issues and choices flow from the answers to these questions.

"T'hus, the first section of QUESTIONS FOR GOVERNANCE MODELS is a table that asks you to
consider the major categories of functions and services' and where they should be assigned. You
will complete some or all of the remaining’ sections, dependmg on how you answered the first
section. For mformatxon, we will provide a similar table that shows where each function and

service is currently assigned. You are not in any way bound by the current assignments,
however.

Please keep in mind that model—bn:llding should not be limited by concerns about how to

mplement what they contain. Implementatlon isa separate 1ssue, one whlch will receive its fair
share of attention. As the Preface said, models should represent what people thmk is ldeal

Start your model by completmg SECTION I: SERVICES AND FU'NCI‘IONS TABLE, together
with the EXPLANATIONS that supports the TABLE. Then select from the remammg SECTIONS
only- the ones that support what you chose in SECTION I Answer all the questlons in these
SECTIONS, using whatever format works best for you. You may go beyond just the answenng the

questxons of course, to mclude whatever ideas and comments are appropnate to express your
‘model to the fu.llest. "
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SECTION I: SERVICES AND FUNCTIONS TABLE

The table on the next page lists several services and functions which are or could be provided by
governmental organizations of some kind. (Definitions of the various items in the table are found
on the page following the table.) For each service or function, please check at least one column to
indicate the level of governance at which the service or function would be most effectively
provided. (You may assign a service or function to more than one level, but be sure to discuss on
the EXPLANATIONS page why and how it would be split.) Make your choice(s) about each service
or function after considering all the factors below, bearing in mind that most of your choices may
require trade-offs among these factors: .

a. ACCOUNTABILITY: What level will permit the most appropriate level of broad-based
citizen understanding and influence over decisions and actions regarding the

service/function? What level will prov1de the best forum for identify issues related to
the service or function?

b. LOCAL CONTROL: What is the lowest level at which the service or function can be
carried out with the optimum balance of effectiveness and accessibility by citizens?

c. EQUI’I‘Y What level will produce the greatest equity among those who benefit from the
service or function and those who pay for it?

d. POLICY DEVELOPMENT AND COORDINATION° At what level will pohcy about the
service or function best be developed and coordinated?

e. SERVICE DELIVERY At what level would the service or function best be delivered or
>-) . administered? : _

-£. EFFECTIVENESS/EFFICIENCY s At what level is it most likely that decisions and
actions related to the service or function will favor the long-term interests of the
majority of citizens rather than special interest/advocacy groups? At what level will
the most positive combination of (1) quantity or quality of results and (2) lowest unit

cost or total cost be attamed" At what level w111 the greatest economies of scale be
ac}ueved"

g - RESPONSIVENESS' At what level wﬂl the most appropriate degree of responsiveness
' to citizens' legrtxmate needs regardmg this service or function be achieved?

h. CONSISTENCY How much consistency in policy and/or service dehvery is needed

across jurisdictions or geograph:cal territory with regard to thls service or functxon"
: Wlnch level will product that eonsxstency"

B, ® - FLEX[BILITY With regard to this service or functxon, how much ﬂenbrhty is needed
‘to adapt policy and/or service delivery to dJﬁ'enng condxtlons" What level is most
‘ .hkely to permit the appropnate ﬂenbrhty"

; __CITIZEN PARTICIPATION AND LEADERSBIP Whlch level is most hkely to
- encourage cxtxzen partmpatlon in’ cmc life with regard to thxs service or ﬁmctxon" ;
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PACER

DEFINITIONS

1.

"CITIES/TOWNS" means all municipalities in the region.

"VOLUNTARY COMPACT" means an orgamzahdn wluchi is formed on the initiative of two or
more municipalities for some specific purpose. Current examples include the Council of
Govemment.s and fire department mutual support agreements.

"REGIONAL FUNCTIONAL ORGANIZATION" means a body that exists for a narrow set of
purposes or tasks. Current examples include School Administrative Districts, the Portland
Water District and the Regional Waste System. A regional functional organization may be
voluntary, like RWS, or it could be compulsory, like PWD, w1th power to pass regulations

~ and raise revenue w1t.hm the scope of its purposes.

"EXISTING LIMITED PURPOSE COUNTY GOVERNMENT" is the enstm_g Cumberland County

“government, with any modxﬁcahons you make later in your model.

“REGIONAL GOVERNMENT" means a new, more comprehenslve body with the power to make
laws and le\_ry revenues in some form. It generally includes both legislative and executive

: functlons

"STATE" means the Staté of Maine.
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SECTION Il VOLUNTARY COMPACTS

Complete this section only if you have selected VOLUNTARY COMPACTS (COLUMN 3) for
one or more services or functions. .

1. . How many Voluntary Compacts should there be? List each one and describe its purposes,
functions, or services.

Answer the following questions for each voluntary compact you have proposed:
2. W_hat should be the qualifications or requirements for membership?

3. What should the boundaries be? (You may assume the boundaries may differ from one
organization to another.)

4. Is any governing structure needed? If not, why not?
If so, how would the organization be governed?
ﬁ. By an elected body?
B. By a body appointed by the municipal members?

In either case, how would "ownership” and/ or voting rights be apportioned among member
towns? :

5. What authority, if any, shou]d the voluntary compact have over municipalities or any
regional government?

6. What should its funding source_(s) be?
a. Member dues
b. Service fees -- identify which one(s) .

c. Voluntary contributions
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SECTION liI: REGIONAL FUNCTIONAL ORGANIZATIONS

Complete this section only if you have selected REGIONAL FUNCTIONAL ORGANIZATION
(COLUMN 4) for one or more services or functions.

1. How many regxona.l fanctional organizations should there be? List each one and describe its
purposes, functions, or services. ,

a.' Which of these functional organizations, if any, should be voluntary for towns in the
region?

b.  Which of them, if any, should be compulsory for towns in the region?
Ansuwer the following questions for each functional organization yoﬁ have proposed:
2. What should be the qualifications or requirements for membership?

3. What should the boundaries be? (You may assume the boundaries may differ from one
~ organization to another.)

4. How would the organization be governed?
a. By an elected body? ‘
b. Bya body appointed by the municipal members?

) ~ In either case, how would "ownership" and/ or votmg rights be apportioned among member
towns?

5. What authority, if any, should each functional organization have over municipalities or any

regional government? Conversely, what authority should municipalities have over the
functional organization?

6. What relationship, if any, should each functional orgamzatlon have with a.ny form of
regional government, if one exists in your model?

7. What should its funding source(s) be?

a. Real Property taxes

b. Land Value taxes

¢. Personal Property tax

(i. Sales tax

e. _ Personal Income tax

f.  Corporate Income Tax:

g. Service fees -- identify which one(s)
) h. Voluntary contributiohs
i. Other
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~ SECTIONIV:  EXISTING COUNTY GOVERNMENT

Complete this section only if you have selected EXISTING COUNTY GOVERNMENT (COLUMN
5) for one or more services or functions.

1. What responsibilities/authority does Cumberland County require in order to provxde the
services and/or functions you have assigned? What ehanges from the current
responubxhheslauthonty, if any, does your model represent?

2. What should be the structure of elected government -- for example, number of

Commissioners, their powers, etc.? What changes from the current structure, if any, does
your model structure represent?

3. What should be the executive/administrative structure of County Government? What
changes from the current structure, if any, does your model structure represent?

4. How shduld officers such as Sheriff, Registrar of DeedS, et al,, be selected? What changés
from the current structure, if any, does your model structure represent?

5. How should Cumberland County govemment be funded? What changes from the current
funding mechanisms, if any, does your model structure represent?
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SECTION V: REGIONAL GOVERNMENT

Complete this section only if you have selected REGIONAL GOVERNMENT (COLUMN 6) for
_one or more services or functions.

1. What should be the responsibilities and authority of the regional gdvemment?
a. What limits should be placed on the responsibilities and authority?

Should the powers and authority of the regional government come directly from the
citizens of the region or from the municipalities which make up the region as defined?

c.. What authority, if any, should the regional government have over municipalities,
municipal compacts, and/or regional functional organizations?

2.  What should be the boundaries of the regional govemmeﬁt?
a. Bigger? Smaller?
b. What is the rationale for the boundaries? :
¢. If the boundaries you propose are different from the eﬁéﬁng Cumberland County
boundaries, what should happen to towns currently in Cumberland County which do not
fall within the new boundaries you propose?

d. A related question, but one which need not be answered: For the State as a whole, should
it be necessary for every town to be included in a regional/county government, or could
regional governments around the State leave out some towns?

3. How should the.legislﬁtive function be .stmcmred? That is:
a. How many elected representatives should there be?
b. Shou.ld representatives be elected by (choose one or propose an alternative):
(1) City and Town Councils
 (2) Citizens voting within their municipalities as districts

(3) Citizens voting in districts of approximately equal population, without regard to
: municipal lines?

e, ‘What should the powers of the legislative body be?
d. What limits/constraints should be placed on the powers of the legislative body?
e. What should the representatives be titled? |

4. How should the exécutive’ function be structured? That is: -

a. . How should the executive be derived (choose one or propose an alternative):

- .
-

(1) An Executive elected in the same way as the repreéentatives (see #3b, above)

(2) An Executive appointed by the elected representatives (similar to a Town
" Manager)

) | (3) An elected Executive who appoints a prdfessional administrator
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! b.  What should be the powers of the Executive?

(1) What limits/constraints should be place on the powers and authoﬁfy of the
Executive?

(2) What should the person in charge be titled?

5. What other regional ofﬁces, if any, should be elected by the citizens? (E. g sheriff, Register
of Deeds)

6. What role(s) should regional government play in delivery of services (choose one or propose
an alternative): -

a. It should provide direct service delivery to citizens only through its own
administration.

b. It should not provide any services‘directly; insiead, it should contract with public
and/or private organizations to deliver services.

c¢. It should provide a mix of direct and contracted services, with the choice dependmg on
cost, quality, and similar factors.

7. To what extent, if any, should the regional government encourage development of regional

functional organizations and/or voluntary compacts, perhaps with boundaries different
from those of the regional government?

8. What should its funding goals and source(s) be? Select any or all of the items below, and/or
) add others. For each one you select, outline how the tax would work, including coverage,

rates, exemptions, etc. If possible, identify how much would be raised by each of your choices
if it were to exist in 1991.

a. Real Property taxes
b. Land Value taxes .
c¢. Personal Property tax
d. Salestax

e Personal Income tax

f Corporate Income Tax

g. Service fees -- identify. which one(s)
h. Voluntary contributions

i.  Other |

9. What shou]d the budget process be like? To what extent, if any, should any forms of expenses
be subject to citizen approval?
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SECTION VI: GENERAL QUESTIONS

If you believe the existing County government should be abolished and not replaced with any

new forms of regional governance, what should be done with the existing functions of County
govemment" ,

a. Which should be taken over by the State? Why?
b. Which should be taken over by xﬂunicipalities? Why?

c. Which should be passed to private enterprise, with oversight by the State of
municipalities? Why? '

d. Which should be abolished altogether? Why?

If you selected any form of regional governance:

a. What values or fpndamenfal beliefs should underlie regional governance?
b. What are the purp&es of 'x;egional goverhance? B

What limits, if any, should be placed on regionél govemance?. In other words, what |
should it not be allowed to do, regardless of the form it takes?

I you assigned any services or functions to a regional government: could or should the

existing Cumberland County government continue to exist while a new regional
government with different powers, boundaries, and structures also operates" Or are the two

_ mcompatxble"




