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Quality and Productivity Commission 12.0

27" Annual Productivity and Quality Awards Program
“Saluting County Excellence”

2013 APPLICATION

Title of Project (Limited to 50 characters, including spaces, using Arial 12 point font):

NAME OF PROJECT: THE NEW BEACH SUMMER RECREATIONAL CAMP
SELECTION PROCESS

DATE OF IMPLEMENTATION/ADOPTION: AUGUST 23, 2011
(Must have been implemented at least one year - on or before June 30, 2012)

PROJECT STATUS: X Ongoing One-time only

HAS YOUR DEPARTMENT PREVIOUSLY
SUBMITTED THIS PROJECT? Yes x No

EXECUTIVE SUMMARY: Describe the project in 15 lines or less using Arial 12 point font. Summarize the problem, solution, and
benefits of the project in a clear and direct manner

The Department (DBH) updated its beach summer recreational camp selection process
after 27 years and achieved an immediate 72% annual increase in revenue, established
a fair selection process for issuing recreational camp permits at highly sought coastal
areas, and increased public safety for such camps. DBH issues temporary use permits
to for-profit and non-profit groups on 16 beaches and in Marina del Rey (Marina) to run
summer recreational youth camps. Preceding the process change, the Department
issued permits based on a seniority system, which unfairly benefited longstanding
operators. In 2011, a new process was developed, through public meetings and
workshops, that created a competitive process for high demand locations and set
operational standards for recreational camp operators to ensure participant safety. The
fee schedule was also updated to ensure that all operators paid permit fees (over 50%
of operators had previously not paid any fees) and annual location fees were included to
secure top dollar for prime locations. These updates improved our summer selection
process and generated $341,448 in calendar year (CY) 2012 to fund beach/Marina
maintenance operations.

1) 2) 3) (M+(2)+(3) SERVICE
ESTIMATED/ACTUAL ESTIMATED/ACTUAL ESTIMATED/ACTUAL TOTAL ENHANCEMENT
ANNUAL COST AVOIDANCE ANNUAL COST SAVINGS ANNUAL REVENUE ESTIMATED/ACTUAL PROJECT
BENEFIT
$0 $0 $ 142,639 ' $142,639
SuBMITTING DEPARTMENT NAME AND COMPLETE ADDRESS TELEPHONE NUMBER
Los Angeles County Department of Beaches and Harbors (310) 305-9523

13837 Fiji Way
Marina del Rey, CA 90292

PROGRAM MANAGER’S NAME TELEPHONE NUMBER
Penelope Rodriguez (310) 305-9563
EMAIL
prodriguez@bh.lacounty.gov
PRODUCTIVITY MANAGER’S NAME AND SIGNATURE DATE TELEPHONE NUMBER
(PLEASE cALL (213) 893-0322 IF YOU DO NOT KNOW YOUR PRODUCTIVITY MANAGER'S NAME) 7 /2 /1 3 (3 1 0) 3 0 5_9 579

Walter Popoff

“I;Zc} ' g EMAIL
wpopoff@bh.lacounty.gov

DEPARTMENT HEAD’S NAME AND‘Qld&t\TURE DATE TELEPHONE NUMBER
Kerry Silverstrom 712113 (310) 305-9527
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Title of Project (Limited to 50 characters, including spaces, using Arial 12 point font):

NAME OF PROJECT: THE NEW BEACH SUMMER RECREATIONAL CAMP
SELECTION PROCESS

FACT SHEET — LIMITED TO 3 PAGES ONLY: Describe the Challenge, Solution, and Benefits of the project,
written in plain language. Include a discussion of the technology and linkage to the County Strategic
Plan. The description should identify Performance Measures.

CHALLENGE

In 2011, the Department of Beaches and Harbors (DBH) was challenged with an
increase in the demand for summer recreational camp beach use permits at our
beaches and Marina del Rey locations, as well as the need to ensure a fair and
appropriate allocation of the limited space available for such activities, The Beach and
Harbor Use Permit Policy previously approved by the Board in 1984 was simply too
outdated to deal with the proliferation of permitting situations and revisions were needed
to allow the Department to effectively manage the 1,800 to 2,000 yearly permits issued
for Marina del Rey and at 16 beach locations. The Department is required to balance a
number of competing interests on the sand and must judiciously handle the number of
permitted events on the beaches to ensure adequate public access to the coastline for
the general public.

Annual beach use had nearly doubled from 38 million beachgoers in Fiscal Year (FY)
2005-06 to 68 million beachgoers in FY 2010-11. In addition, DBH received complaints
that a new selection process was needed to award permits, especially for summer
recreational camps and fitness training activities. The existing practice had been to
issue permits to the same operators at the same location every year, resulting in a
waitlist for summer operators without much movement. In addition, some of the existing
recreational camp operators were subcontracting with other operators (typically, those
on the waiting list) without County permission and then taking a portion of that camp’s
proceeds simply for being the underlying permittee. Furthermore, there were no
established minimum safety requirements for those operators running such camps.

There were additional problems with processing permits and collecting revenue. Too
much staff time was spent processing permit requests for individuals who were not
required to pay any permit fees upfront and who did not submit timely permit
applications or cancelled at the last minute. The Department was also losing revenue by
relying on an honor system for reporting gross receipts and not collecting from non-
profit camp operators or from those operating unpermitted programs.

SOLUTION

To find a solution to these challenges, the Department analyzed the existing permitting
procedures and requests and conducted public outreach throughout 2011 at three
Beach Commission meetings and one public workshop, The new selection process and
criteria for awarding permits/licenses to operators of summer recreational camps and
physical fitness training activities were completed only after receiving extensive written
and public input from interested parties at these hearings. DBH also worked closely with
the Fire Department’s Lifeguard Division to develop minimum safety requirements and
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pre-selected locations for such camps, the latter to ensure appropriate camp locations
dictated by natural conditions, adequate distance between programs and limited
interference with public access to the coastline. From this process, the Department
proposed several updates to its summer camp permit selection process, including
adding a day-use fee for those camps coming to the beach only one day per week.

On August 23, 2011, the Board of Supervisors (Board) approved the recommended
updated process, which resulted in the selection of a variety of both old and new
operators to the County pursuant to a competitive solicitation process that included
evaluation by representatives from coastal cities up and down the Los Angeles County
coastline. After the policy was adopted, the Board separately approved updates to the
County Code in February 2012 that, among other things, created a class of Code
Enforcement Officers to monitor licensees and beach use to ensure compliance with
both the County Code and our permitting policy. Finally, the Department initiated audits
of camp operators to ensure they accurately report their gross receipts for purposes of
payment to the County of the percentage gross receipts fee.

BENEFITS

The new process for awarding summer recreational camp and physical fitness permits
and subsequent monitoring and enforcement have tremendously improved operations
on the beaches and in Marina del Rey, as well as increased revenue, generated a
sense of fairness in the selection process, increased public safety and created
efficiency in our administrative processing.

Specifically, the new process has increased revenue by $142,639 in one year alone,
from $198,809 in CY 2011 to $341,448 in CY 2012. This increase is attributable not
only to fully capturing all summer camp/physical fitness operators on the beach, but also
reporting of all actual gross receipts, in part due to Department audits, and of the
requirement of a location bid for the County to properly benefit from all premium
locations. All of this revenue is used to fund our beach maintenance operations. On
the other hand, the permitting policy allows for the gross receipts fee to be reduced if an
applicant demonstrates they provide scholarships or reduced participant fees for inner-
city or low-income youth participants. This gives camp operators incentive to create
recreational programs for underserved populations. All recreational camp and physical
fitness training operators are assessed administrative and license fees if they operate
pay-to-attend activities, regardiess of their status (non-profit or for-profit). And, as
earlier noted, a location fee is also collected, which allows the County to also capture
the benefit of operators conducting programs in premium locations.

As also previously discussed, another important benefit of the revised process is the
creation of an open and competitive selection process for high demand summer
recreational camps and physical fitness training activities. We had previously used a
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seniority-based system, which was perceived as unfair and resulted in permittees
capturing income that should've come to the County. Licenses are now non-
transferable and licensees are not authorized to enter into agreements with non-
identified camp operators to perform a service for them.

Summer recreational camp licenses are now awarded based on a point system in which
bidders are rated based on financial remuneration to the County, financial capability,
professional experience, proposed operating plan, safety standards, community service,
and responsiveness. This new selection procedure results in the award of licenses to
the most qualified operators.

Public safety has also benefited. Camp operators are now required to comply with the
lifeguard’s minimum safety requirements.

Finally, this policy update has made it easier and more efficient to administer the
summer camp/physical fitness permitting program. Licenses have been issued for an
initial term of three years with an additional two years possible, depending upon the
quality of the program being provided and all permit conditions being met. This means
DBH does not have to process multiple summer permits each and every year.

This new summer program permitting process supports the County Strategic Plan Goal
1 “Operational Effectiveness”, by updating outdated permitting practices to meet
increased demand at our beaches and Marina del Rey. The revisions ensure a fair and
equitable competitive selection process for summer recreational camp and physical
fitness training permits and improves use of staff time. Further, the revised process
also supports the Strategic Plan Goal 2 “Fiscal Sustainability” by bringing additional
revenue into the County to help offset beach and Marina operation and maintenance
costs.
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CosT AVOIDANCE, COST SAVINGS, AND REVENUE GENERATED (ESTIMATED BENEFIT): If you are claiming
cost benefits, include a calculation on this page. You must include an explanation of the County cost
savings, cost avoidance or new revenue that matches the numbers in the box. Remember to keep

your supporting documentation.

Cost Avoidance: Costs that are eliminated or not incurred as a result of program outcomes.

Cost Savings: A reduction or lessening of expenditures as a result of program outcomes.

Revenue: Increases in existing revenue streams or new revenue sources to the County as a result of program outcomes.

(1) (2) (3) M+ @) +3) SERVICE
ACTUAL/ESTIMATED ACTUAL/ESTIMATED ACTUAL/ESTIMATED ToTAL ANNUAL ENHANCEMENT
ANNUAL CosTt ANNUAL COST SAVINGS ANNUAL REVENUE ACTUAL/ESTIMATED PROJECT
AVOIDANCE BENEFIT
$0 $ 142,639 $142,639 D
$0
ANNUAL= 12 MONTHS ONLY
Calendar Year 2010 | Calendar Year 2011 | Calendar Year 2012
Total Revenue from
Summer $121,479 $198,809 $341,448
Recreational Camp
and Physical
Fithess Use
Licenses

The updated process resulted in additional revenue of $142,639 from the

previous fiscal year.

This is more than a 72% increase.

This increase in

revenue was used to fund additional maintenance throughout the beaches
and Marina del Rey.
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