











given the concession that the two existing organisational structures would largely
have to continue unchanged. It must also be asked whether it was reasonable for a
Boundaries Commission Delegate who noted the time and cost of travel between the
two centres to not question why this time and cost of travel (which is substantial and
in the order of $150,000 p.a.? in direct costs alone (see my breakdown of de-
amalgamation costs and benefits, below)) had clearly not been included in the
KPMG modelling which formed the basis of the Ministers’ Proposal (NSW
government, 2016).

Concluding Comment on the Amalgamation Process

Clearly the consultants engaged by the (then) Minister failed to provide him with a
satisfactory level of advice. Moreover, it is equally clear that the Boundaries
Commission Delegate failed to perform his duties diligently at the level that might
have been reasonably expected of someone with his education and political
experience. The Minister and the government were thus badly let down and mislead
by the various parties that were engaged by them. However, it needs to be noted
that none of the Boundaries Commission criteria in S263 of the Act (1993) direct it to
consider changes on the basis of righting injustices or grievous errors of judgement
committed by previous Boundaries Commissions or agents of previous Ministers.
Notably, the current Minister and Premier are not constrained by the legislative
vacuum and will no doubt be keen to ensure that natural justice is ultimately
observed. Critical to their decision-making calculus must be the magnitude of the
fiscal damage inflicted on the Cootamundra-Gundagai communities as a result of
poor advice and decision-making conducted on behalf of the NSW government back
in 2016. It is to this matter that | now turn my attention.

3 Coincidentally this is the precise amount that Mr Turner (2016, p. 9) acknowledges was projected to
be saved by KPMG - suggesting that the entire savings might have been eliminated had Mr Turner
made reasonable inquiries regarding the obviously missing expenses from the ‘modelling’.
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Financial Performance of Cootamundra, Gundagai, and Cootamundra-
Gundagai

Three full financial years have now been completed since the amalgamation took
place and we are thus in a good position to assess the accuracy of the KPMG
projections upon which the (then) Minister, as well as the Boundaries Commission
Delegate, placed so much reliance. Moreover, a review of the financial position of
Cootamundra-Gundagai also provides us with an indication of the likely financial
sustainability outcomes under the current boundary arrangements, and points to
some of the benefits associated with the proposed de-amalgamation.

When examining the graphs that follow it is important to be mindful of a few matters.
First, the 2016 financial year was cut short by a month-and-a-half, and the 2017
financial year was extended by the same time. Consequently, it is reasonable to
expect a decrease in expenditure in 2016, and a concomitant increase in 2017.
Accordingly, it might be prudent to emphasise comparisons between standard
financial years — that is, the 2014 and 2015 financial years, compared to the 2018
and 2019 financial years. Second, to facilitate fair comparisons | have generated a
pre-amalgamation total (coloured grey in the following graphs) which is simply the
sum of the expenditure and other items of the two constituent councils for the period
prior to amalgamation — this is completely reasonable and a common practice in the
scholarly literature (see, for example, Drew and Dollery, 2014a). Third, the charts
presented are in thousands of dollars, consistent with presentation of financial
statements by NSW local governments. Fourth, 2019 figures were obtained from the
most up-to-date version of the financial statements, which were in the process of
being audited at the time that | wrote this report (significant changes to the draft
numbers are not expected).

Figure 1 charts the total expenditure prior to and following amalgamation. Clearly
there has been a large jump in expenditure (in the order of $12 million) which seems
at odds with the projections made by KPMG. One must be mindful that in 2017 the
reporting year was longer than usual and that there would have been one-off
amalgamation costs in this period (and perhaps some even in the 2018 financial
year). However, expenditure levels have only shifted down slightly in the most recent
audited financial reports and it would be hard to argue that the 2019 financial year is
not representative of the expenditure profile of Council.
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Figure 1. Total Expenditure
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In Figure 2 | have plotted the revenue over time for the local government area. As
can be seen from the graph, revenue has fluctuated significantly since
amalgamation, principally as a result of extraordinary grant flows in 2017 (Stronger
Community Fund $9 million), and 2019 (Stronger Communities Fund $3.4m), but
also due to a doubling of fee revenue from the state government RMS in 2019. Thus,
the increases in revenue seems to be very dependent on ongoing extraordinary
grant income, which probably can’t be relied on to continue into future years.

Figure 2. Total Revenue
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In Figure 3 | chart the nett operating result over time. As can be seen, the upward
trend prior to amalgamation has been replaced by a highly fluctuating result since.
Notably without the addition of $8.7 million in grant revenue in 2019, Cootamundra-
Gundagai would still be well and truly in deficit. Moreover, by the NSW government
preferred measure (operating result before grants provided for capital purposes)
Council has been in deficit ever since amalgamation, and there is little reason to
believe that this situation will change in the short term without considerable
increases to fees and charges or local government taxation. One couldn’t reasonably
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conclude on the basis of this data that the Cootamundra-Gundagai Regional Council
is financially sustainable in the long-term.

Figure 3. Nett Operating Result
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Readers will recall from the previous section that KPMG projected that the majority
of the post-amalgamation savings would occur in the area of employee costs ($7
million over 20 years was predicted). Moreover, it will be remembered that Dr Drew
(2016) had provided the Boundary Commission Delegate with evidence that
suggested staff expenditure was more likely to increase following amalgamation (see
the appendix for the table provide to Mr Turner). Figure 4 compares the employee
cost item from the audited financial statements over time. Comparing full financial
years prior to and after amalgamation it is clear that employee costs have risen
substantially (in the order of some $2.7 million). Thus, it seems that KPMG’s
guesswork was badly in error and that the actual outcomes were consistent with the
evidence-base placed before the Delegate. This result is hardly surprising, given that
the Delegate acknowledged that the new council would have to operate as two
separate operations at Cootamundra and Gundagai respectively. The additional
management required to co-ordinate two disparate operations, along with higher
salaries paid to management commensurate with broader responsibilities, likely
accounts for a good deal of the increase to the employee expenditure
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Figure 4. Employee Costs

14,000
12,000
10,000

8,000

6,000 > .
4,000 @nmwmmw%

2,000

2012 2013 2014 2015 2016 2017 2018 2019

e=@== Cootamundra e=@e= Gundagai

Pre-amalgamation TOTAL Cootamundra-Gundagai

It will be recalled that KPMG also projected savings in the order of half a million
dollars in materials and contracts. Against this guesswork, the report by Drew
modelled diseconomies of scale of just over 8 percent (that is, higher expenditure
than necessary in the order of 8 percent). Figure 5 charts the movement in this item
from the audited financial statements over time. Once again, it seems that the KPMG
projections were grossly inaccurate.

Figure 5. Materials & Contracts
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In sum, the analysis of audited financial data confirms that the KPMG projections
were completely wrong. The amalgamation — far from reducing expenditure — has
instead resulted in substantial increases to expenditure, consistent with the evidence
presented to the Boundaries Commission Delegate in 2016. There is absolutely no
reason to expect that the new higher employee costs will reduce in the future, in the
absence of boundary reform, (indeed expenditure will likely increase when key
positions such as the Deputy General Manager are filled). However, there is some
potential that materials and contracts could be reduced in coming years under very
strict budget control. Moreover, it is hard to see how the strong flows of extraordinary
grant revenue could be expected to continue into future years. Without this revenue
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the Cootamundra-Gundagai Regional Council will need to increase fees and rates
substantially, in order to maintain a semblance of financial sustainability, in the
absence of a de-amalgamation.

Readers will also recall that financial ratios were used by TCorp and IPART to
measure the financial sustainability of local governments, and that performance
against these (generally arbitrary) ratio benchmarks was used to determine which
councils should be subject to amalgamation. If we follow the logic of this thinking
through to its end, it is reasonable to expect that the ratios should be showing some
sign of improvement after three full years since amalgamation. | have therefore
charted the ratios for the period prior to and following the amalgamations. For the
period prior to amalgamation | calculated a combined ratio which was the sum of
individual ratio components of the constituent councils. This practice is consistent
with the scholarly literature (see, Drew and Dollery, 2014a).

Figure 6 charts the operating ratio over time and | think it is pretty clear that the ratio
fails to meet the benchmark for both of the standard financial years since
amalgamation. Notably | have used the TCorp benchmark of -4%, were | to use the
later IPART benchmark of 0, then matters would appear even less edifying.

Figure 6 Operating Ratio
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A lot of emphasis was placed on the Own Source ratio during the amalgamation
debates. Unfortunately, the ratio was poorly conceived and demonstrates a
fundamental misconception of horizontal fiscal equalisation grants, as well as fiscal
federalism. Nevertheless, the own source ratio has been below the NSW
government benchmark since amalgamation, and by this measure suggests that the
boundary change was not as successful as might have been hoped.
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Figure 7 Own Source Ratio

80

60 @ & T

40

20

2014 2015 2016 2017 2018 2018

e=@e= OwWn Source  ==@==Benchmark

The unrestricted current ratio is a measure of liquidity — that is the ability of council to
meet its financial obligations when they fall due. As can be seen from the graph
liquidity has been reducing quickly since the spike in 2017 — however, it is at a
satisfactory level and isn't a matter for immediate concern.

Figure 8. Unrestricted Current Ratio
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Figure 9 provides a picture of Council’s ability to service debt. This has clearly
diminished since amalgamation, and even dipped below the benchmark at one time,
therefore suggesting that amalgamation may not have improved matters in this area
of financial sustainability.
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Figure 9. Debt Service Ratio
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The cash expense ratio is another measure of liquidity. It has declined steadily since

2016, but is still well above the benchmark.

Figure 10. Cash Expense Ratio
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The next three ratios refer to asset management and were the subject of

considerable contention during the 2011-2016 debate. Part of the problem with these

ratios are that they involve some data which may be based on subjective criteria

(Drew and Dollery, 2015b). It should also be noted that at the time of writing | did not

have access to the 2019 data for these ratios.

Figure 11 purports to measure whether Council has renewed assets according to
need. Prior to amalgamation, the constituent Councils rarely met this benchmark,
and since amalgamation the benchmark still fails to be met.
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Figure 11. Renewals Ratio
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The infrastructure backlog was a key factor referred to in the Minister’s Proposal
(2016) and it appears to have been a major motivation for amalgamation. This ratio
is the opposite of other measures in that achievement of the benchmark occurs
when the blue line dips below the orange benchmark line. | think there can be little
doubt that, by the measures provided in the financial statements, things have
deteriorated significantly since amalgamation.

Figure 12. Infrastructure Backlog Ratio
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The asset maintenance ratio purports to measure whether Council has conducted
required annual maintenance on its assets. | have set the last two years to ‘1000’
because the Council has claimed that there is zero (0) required maintenance, which
would yield the result of infinity*. By the data provided in the financial statements it
appears that performance in this metric has benefited enormously by the
amalgamation.

4 Not zero as stated in the financial statements, because in mathematics anything divided by zero
yields infinity.
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Figure 13. Asset Maintenance Ratio
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In Figure 14 | provide details of the cost to bring assets up to a satisfactory standard,
which was also a point of great contention during the amalgamation debate. The
definition for this data is extremely subjective (what is ‘satisfactory’ or, more recently,
‘agreed’) and definitional drift means that it is difficult to form any reliable conclusions
based on the data stated by any Council.

Figure 14. Cost to Bring Assets to Satisfactory

Standard

30,000
25,000
20,000
15,000
10,000
5,000

0

2014 2015 2016 2017 2018

It might be noted that the ‘efficiency’ ratio (employed by IPART in its Fit for the
Future assessments) has not been calculated and reported here as it was very
misleading — given that it used data known to be inaccurate, and employed an
empirical methodology that was obviously inappropriate (Drew and Dollery, 2015b).
However, efficiency is an important aspect of financial sustainability and a major
motivation for amalgamation according to the ILGRP, KPMG and NSW Government.
Moreover, efficiency is specifically referred to in s263 of the Act (1993) as a matter
that the Boundaries Commission must consider. It is therefore appropriate to
measure Council efficiency over time and this is the matter to which | now turn my
attention.
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Efficiency of Cootamundra, Gundagai, and Cootamundra-Gundagai

Efficiency in economics is a term that is used to refer to the conversion of inputs into
outputs and can be measured quite precisely using a sophisticated technique called
data envelopment analysis (DEA) (see, for example, Cooper et al., 2007; Coelli et al.
2005). It essentially extends one output and one input ratios that we are familiar with
(for example, expenditure per person, or kilometres per hour) to multiple inputs and
outputs. The advantages of using multiple inputs and outputs is that we can more
accurately model what actually occurs in the local government production function.

The inputs to local government are money and local government staff time. The
outputs are specific services provided to different types of properties (residential,
farmland and business) as well as the provision of local government roads (the
single largest item of expenditure for local government). This specification is
consistent with the scholarly literature (see, for example, Drew et al., 2015a; 2015b;
2015¢c).

| conducted two intertemporal DEA on the Cootamundra-Gundagai Regional Council
over the period 2009 to 2019 inclusive. The word ‘intertemporal’ just means that a
particular type of DEA was done so that legitimate comparisons could be made
between successive years (I also did a refinement of this which is called local
intertemporal DEA, which can be found in the appendix). To make a comparison
prior to amalgamation |, once again, followed the established procedure of
combining the various inputs and outputs of the pre-amalgamated entities (for
example to get residential outputs | simply added the number of residential
assessments in Cootamundra to the number of residential assessments in
Gundagai).

Figure 15 presents the results for Cootamundra-Gundagai along with various
measures of what is called central tendency for the entire cohort of NSW councils.
Thus, I include the mean (or average) of NSW local government efficiency, the
median (which is the middle number if one puts all numbers in ascending order), and
each quartile (Q1 and Q3, which are the median of the first half and second half of
the data respectively). As will be noted there was a spike in improved efficiency for
Cootamundra-Gundagai in 2016 (owing largely to the financial year being shortened
by several weeks because of the amalgamation). Following this time efficiency
dropped quite significantly to recover slightly in 2019. Notably, prior to amalgamation
efficiency at Cootamundra and Gundagai councils was pretty typical of most NSW
local governments (that is, it was close to the mean and median — where 50% of
councils lie below the median). However, following amalgamation it suddenly dipped
below the lowest quartile (bottom 25% of performance) and has slightly improved
this year. It therefore appears that the promised economies of scale were illusory
(consistent with the report brought to the attention of the Boundaries Commission
Delegate in 2016).
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Figure 15 Efficiency Relative to All Councils
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It is one thing to know that Cootamundra-Gundagai efficiency dropped alarmingly
following amalgamation with respect to all NSW local governments, but one may
also reasonably ask how performance compares to just the cohort of councils which
were amalgamated. In Figure 16 | chart the results of a second intertemporal DEA
which looks at just Cootamundra-Gundagai relative to other amalgamated councils.
Once, again performance fell from more or less typical (close to the mean and
median — where 50% of councils lie below the median) in 2016, to something just a
little over the first quartile (which is the bottom 25% of councils). So, it would be fair
to say that even when measured against other amalgamated councils the efficiency
of Cootamundra-Gundagai has deteriorated alarmingly, contrary to the predictions of
KPMG. This suggests that the amalgamation configuration from Cootamundra-
Gundagai was particularly unhelpful and contributed to particularly poor outcomes for
the community of Cootamundra-Gundagai.

Figure 16. Efficiency Relative to Other
Amalgamated Councils
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The reason why efficiency reduced is because the amalgamation created a council
that was too large — that is, the amalgamation generated diseconomies of scale. The
report by Drew (2016) predicted that the amalgamation would shift the two former
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councils from having potential for economies of scale into a configuration that would
result in diseconomies of scale (relative inefficiency) of just over 8 percent. This
analysis was provided to the Boundaries Commission Delegate in 2016 because the
s263(3)(a) of the Act (1993) specifically required the Delegate to give consideration
to ‘economies or diseconomies of scale’.

The analysis that | completed for Figure 15 suggests that council is indeed currently
operating with diseconomies of just under 11 percent, more or less consistent with
the empirical analysis by Drew in 2016, but inconsistent with the lofty assumptions of
KPMG in 2016.

To complete my analysis of the financial advantages and disadvantages of boundary
change — which is the first criteria that the legislation requires the Boundary
Commission to weigh — | will now set forth the pecuniary costs and benefits of de-
amalgamation.
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De-amalgamation Cost and Procedure

A potential de-amalgamation of Cootamundra-Gundagai Regional Council will be
associated with two distinct kinds of costs and benefits. First, there will be one-off
costs required to execute the de-amalgamation. Second, there will be a series of
ongoing costs and benefits directly attributable to the new boundary structure. It is
important to note that all of the following costs and benefits have been thoroughly
investigated and are based on audited financial statement data, Human Resource
staff records, surveys of staff travel, historical data from previous de-amalgamations
and the requirements of legislation. It is not the kind of guesswork previously inflicted
on the community, and the people of Cootamundra-Gundagai can be assured that
the projections will be realised under able stewardship. Indeed, | have painted the
worst-case scenario in all of my calculations, and | would not be at all surprise to find
that the costs have been over-estimated and the benefits under-estimated.

One-off Costs of De-amalgamation.

To determine the one-off costs of de-amalgamation | consulted the scholarly
literature on previous de-amalgamations (see for example, Drew and Dollery 2014b;
2015a), made a study of the costs associated with the 2016 amalgamation, inquired
into contracts for executive staff, received estimates for work by IT providers, and
consulted with management on each relevant area of expense. When faced with two
cost projections (for example the actual costs of legal work for amalgamation and the
historical cost of legal work from previous de-amalgamations suitably inflated), | have
taken the higher of the two estimates. | have also added in extra margins for several
costs to account for potential contingencies.

The total one-off cost for de-amalgamation should not exceed $1.75 million5. This
will be constituted as follows:

Table 2. One-Off Costs of De-Amalgamation ($'000)

Communications and Branding 477
staff expenditure 211
ICT and finance 600
Governance 108
Asset Management 18
Legal 177
Plant 0
Transition Manager 120
Other 39
TOTAL 1,750

A few notable matters. | have confirmed with both the Works Supervisor and
Technical Operations Manager that no plant will be required to be purchased as a
direct result of a de-amalgamation. This state of affairs has arisen due to the conduct

5 This cost compares favourably to the $1 million cost of the similar Delatite de-amalgamation, which
is equivalent to $1.5 million in today’s dollars.
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of the councils as separate operations as recommended by the former Boundaries
Commission Delegate. In previous de-amalgamations, elsewhere in the country,
additional plant was a major cost of de-amalgamation. Second, | have included the
costs for a Transition Manager — ideally this position would be filled by someone that
holds the trust of both communities and understands the operations of the council(s)
and the costs and tasks required for de-amalgamation. This is a 10-week
appointment and | have priced it in at a consultant’s rate appropriate for the level of
expertise required. Third, ICT costs are considerably over the estimate made by the
Council’s provider and better reflect historical costs from previous de-amalgamations
(and hence should not be subject to the kind of budget blowout that occurred during
many amalgamations). Fourth, the branding costs are based on the assumption that
both emerging councils would revert to previous logos and branding strategies.

Ongoing Costs and Benefits

To calculate the ongoing costs | consulted with staff, conducted surveys of travel
frequency, reviewed historical human resource records, reviewed the age profile of
staff, consulted with department managers, referred to the most recent local
government remuneration tribunal ruling, consulted with the current Mayor and
Deputy Mayor, attempted to consult with the State local government grants
commission (on several occasions), and took note of new legislative requirements.

According to my calculations the de-amalgamation cost payback period is just over 8
years. The ninth year should see a nett benefit, accounting for the cost of de-
amalgamation, and from the tenth year onwards annual savings should be in the
order of $451,000 per annum.

As noted earlier, where there was any doubt about savings, | opted to omit the
saving or record the lesser assured amount. Therefore, it is reasonable to expect
that the nett benefit will occur much sooner and be much greater in magnitude.
Given the previous damage inflicted on this community | was not prepared to include
any saving that | could not be completely certain of.

Notably, | have not modelled any forced redundancies (except for the current
General Manager contract). Instead | have used data on staff age and information
about retirement plans to model savings in staff expenditure based on natural
attrition. Unlike KPMG and others, | refuse to countenance the idea that any ongoing
staff member should have their job placed in jeopardy as a result of Ministerial
decision-making.

Projected costs and savings are detailed below:
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Table 3. Ongoing Costs and Savings Arising from De-Amalgamation ($°000)

Year1l | Year2 | Year3 | Year4 | Year5 | Year6 | Year7 | Year8 | Year9 | Yearl0
Employee savings 112 259 398 408 545 558 729 747 766 785
Additional employee costs 271 278 285 292 299 307 314 322 330 338
(key positions)
Additional Governance 0 0 0 0 0 0 0 0 0 0
Travel savings® 154 157 160 163 167 170 173 177 180 184
Additional Assurance costs 192 197 202 207 212 217 223 228 234 240
Additional operating grant 60 60 60 60 60 60 60 60 60 60
income (non FAG)
Additional FAG income Waiting for NSW Local Government Grant Commission response
Savings from eliminating Substantial in the order of 11% but cannot be assured therefore not included
diseconomies of scale
ANNUAL SAVING -137 2 132 132 260 265 425 434 442 451
CUMULATIVE SAVING -137 -135 -4 129 129 654 1,079 1,513 1,955 2,406

(Please note slight rounding error occurs in the table — totals reflect precise costs and savings)

A few more matters should be noted. First, governance costs relate directly to the
overall increase in the numbers of Councillors arising from a de-amalgamation. |
have conferred with the current Mayor and Deputy Mayor and they both agree that a
reduced number of councillors (relative to what existed prior to amalgamation) would
be appropriate. Accordingly, | have priced in a total of 5 Councillors for Gundagai
and 7 for Cootamundra, using the current minimum rate of Councillor Allowance
prescribed for the rural category of councils by the Local Government Remuneration
Tribunal, plus overheads. This actually results in a small annual saving (of just under
$3,000), but I have not modelled the saving in order to err on the side of caution
consistent with my overall approach to this matter. Second, reduction in
diseconomies of scale modelled in the data envelopment analysis have not been
included as a separate item. Some of these diseconomies have been captured in
more specific line items (for example, travel costs). However, there will likely be
further diseconomies captured following de-amalgamation that will contribute to
outcomes better than those that | project. | took the decision not to include savings
from mitigating diseconomies in my calculations because, whilst they are very likely,
they cannot be 100% assured. Third, | have only modelled in extra operating grant
income relating to the libraries grant. | am aware that Council has effectively missed
out on a number (or some portions) of one-off grants (like federal drought
assistance), but these cannot be counted on in the future. Moreover, | have focussed

on operating grants only, because capital grants are not included in the NSW

government preferred operating result figure. Fourth, | have not modelled in the extra
Financial Assistance Grant likely to be forthcoming following de-amalgamation. On
the 7" February 2006, the responsible Federal Minister proclaimed a variation under

6 This does not include the value of staff time lost through commuting. When staff are driving between
centres they cannot be performing their usual duties, which represents a significant opportunity cost

to Council.

25




