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It is the policy of the County to proactively manage and leverage its real estate portfolio to advance public value and benefit.  Through strategic public private partnerships (P3s), the County will pursue the highest and best use of its surplus and underutilized real property to collaboratively generate sustainable long-term revenue streams, stimulate local economic activity, and expand the supply of affordable housing or availability of public facilities.

The County is committed to:
· Responsible monetization of its real property assets to enhance fiscal sustainability and responsibly support critical infrastructure and County services;
· Facilitate partnership and collaborative engagement with private developers who demonstrate the experience, financial capacity, and alignment with County values and priorities;
· Integration of affordable housing or public facilities into County-led or County-owned developments, if deemed appropriate and feasible based upon the character or the specific economics of a project; 
· Ensuring that all projects reflect sound land-use planning, environmental stewardship, and fiscal accountability;
· Mitigating the cost, financial risk and exposure to the County through public-private partnerships that ensure long term revenue growth; and 
· Retaining long-term ownership of its real estate portfolio and achieving the goals of this policy through partnerships based upon long-term ground leases rather than the sale of its real estate. 
This policy provides a framework for evaluating, planning, and implementing real estate development initiatives that align with County goals for economic vitality, housing affordability, and responsible land stewardship.
	
[bookmark: _Toc323828603]Purpose
The purpose of this policy is to establish a framework for the strategic development and monetization of underutilized or surplus County-owned real property through P3s with the private sector. The County recognizes that its real estate holdings represent significant public assets that, if thoughtfully developed, can generate long-term financial returns, stimulate economic growth, and provide public benefits, including the creation of affordable housing or other public facilities.

This policy is intended to guide the evaluation, planning, and implementation of development projects on County-owned land that leverage private investment while advancing County priorities for fiscal sustainability, community development, and equitable access to housing. The County seeks to balance the generation of revenue from surplus or underutilized County-owned properties with the prudent mitigation of financial risk and cost to the County. This policy does not apply to projects on County property carried out by the County for public purposes or for projects that are purely for public benefit and not intended to generate revenue (i.e., development of open space or a 100% affordable housing development).
Guiding Principles
All County development initiatives under this policy shall be guided by the following principles:
1. Public Value Maximization - Projects must provide clear, measurable benefits to the County and its residents, including financial returns, job creation, and enhanced community amenities, including the provision of public facilities and benefits, if possible.
2. Affordability and Equity - Developments that involve creation of residential housing will include a meaningful component of affordable housing, if deemed appropriate and feasible based upon the character or the specific economics of a project, and consistent with County housing goals and applicable state and federal requirements.
3. [bookmark: _Hlk211348146]Transparency and Fairness - Solicitation and selection of development partners shall follow transparent, competitive processes consistent with applicable provisions of the Contract Policy Manual (CPM).
4. Long-Term Fiscal Stewardship - The County will prioritize projects that generate ongoing revenue (e.g., lease payments, revenue sharing, or tax increment), which minimize the cost and risk to the County, rather than one-time proceeds.
5. Sustainability and Resilience - Projects should advance environmental sustainability, energy efficiency, and climate resilience.
Implementation Framework
1. Site Identification and Evaluation - The County’s CEO Real Estate office, in coordination with relevant departments, shall maintain an inventory of County-owned parcels suitable for development. Sites shall be evaluated based on market potential, infrastructure availability, zoning compatibility, and community needs.

2. Solicitation Process - When a site is identified for public-private development, the County may issue a Request for Qualifications (RFQ) or Request for Proposals (RFP) to solicit private sector partners. Solicitations shall describe the County’s goals for the site, required public benefits, affordable housing targets, and financial participation structure, as deemed appropriate.

3. Partnership Structures - The County may consider various public-private partnership structures, including ground leases, joint ventures, development agreements, or disposition and development agreements. The County shall retain ownership interests when feasible to preserve long-term control and revenue potential.

4. Affordable Housing/Public Benefit Requirements - Projects involving residential or mixed-use components will include an affordable housing component, if deemed appropriate and feasible based upon the character or the specific economics of a project, and at a level consistent with County housing policy. Affordable units should remain deed restricted as set forth in the relevant affordable housing covenant. Alternatively, the project may include other public benefits and County priorities based on the consistency with the overall project (e.g., transitional housing, health care or other public facilities).

5. Fiscal and Legal Review - All proposed transactions shall be subject to review by County Counsel, Risk Management, and other relevant departments to ensure legal compliance, financial feasibility, and protection of the County’s interests.

6. Risk and Cost Mitigation - Proposed projects shall be structured to minimize the cost, financial risk or possible liability to the County, with the goal of having no County monetary contribution to the project apart from the use of the County real estate for the project. 

7. Revenue/Rent to the County - Revenue generating development projects shall provide at least fair-market rent to the County based upon the specific use being proposed (e.g., commercial, multi-family housing, retail), as determined by financial offers received during an open and competitive RFP solicitation consistent with applicable provisions of the CPM and as supported by third-party analysis, appraisal, and project pro forma and cash flows. The rent and revenue to the County shall take into account the County’s contribution of the real property and consider the level of investment by the development partner to allow the County to share in long term revenues over the term of the development, as well as covering, as a foundational consideration, the County’s costs to maintain and operate the specific property with the goal to offset those costs. For long-term leases (greater than 50 years), updated appraisals can be provided for set multi-year periods (e.g., every 10-years) to help evaluate and set rents in line with future market rental conditions. The County shall seek to negotiate rent structures that provide minimum base rents, percentage rents, value appreciation rent and periodic escalations or adjustments to maximize the return to the County as may be appropriate based on the proposed project. These negotiations should include support by third-party financial consultants and outside counsel, as necessary depending on the complexity of the project and proposals to ensure a fair return to the County.

8. Community Engagement - The County or its development partners will conduct community outreach to ensure that project design and land uses align with local priorities and enhance surrounding neighborhoods.
Effective Date and Review 
This policy shall take effect upon adoption by the Board of Supervisors. The policy shall be reviewed annually as part of the County’s Strategic Financial Plan process to ensure alignment with evolving market conditions, housing needs, and County strategic goals.
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