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BOARD OF ISLAND COUNTY COMMISSIONERS MINUTES OF MEETING

MARCH 31, 2009 – SPECIAL SESSION


The Board of Island County Commissioners met in Special Session on March 31, 2009 beginning at 9:00 a.m. in the Board of County Commissioners Hearing Room (Room # 102B), Annex Building, 1 N.E. 6th Street, Coupeville, Washington. John Dean, Chairman, Helen Price Johnson, Member, and Angie Homola, Member were present.  The purpose of the Special Session was to have an opportunity to meet individually with Elected Officials and Appointed Department Heads to discuss budget reductions.

[Hand-outs on file with the Clerk of the Board]
General Services

Public Defense
Ms. Kemp reported that Public Defense would be the most difficult in terms of reaching numbers and reductions.  She expressed concern about not having appropriate staff available for screening purposes.    

Board of Equalization

 An additional concern is not keeping the Board of Equalization on schedule; a delay would impact the Assessor, Treasurer and citizens.  

Security Contract 

It is unclear whether security is mandated for the Law and Justice Building.  Ms. Kemp will look into that question and also determine how other counties control building security.  
Centralized Motor Pool

· Ms. Kemp cautioned the Board that motor pool should not be so complicated that it would require more than one person to manage the program.  
· Public Health and Public Works currently manage their own vehicles.  
· Some departments could get by with fewer vehicles resulting in less liability and maintenance.  
· The County provides driver’s training to employees every two years and driver’s abstracts are run each year, both of which are a requirement of the Risk Pool.  Abstracts could be diverted to every two years instead of every year to provide a savings in the 2010 budget.
Public Defense
A final negotiated version of the public defense contract, under the control of the Judges, will come to the Board sometime in April.  Ms. Marlow commented that the Judges were looking at ways to reduce costs yet keep the contractor in business; set aside is approximately $186,000 but that amount may ultimately be less.  Ms. Kemp added that the challenges with public defense are a lack of control as to who walks through the door needing services and consistency with the office of the Prosecutor.  Also of issue is overspending on conflict attorneys.  Ms. Kemp suggests that she put out a Request for Qualifications for a firm to handle as many conflicts as possible at a reduced price.

Animal Control

Chairman Dean wondered about the ability to re-negotiate any or all of the contracts.  Ms. Kemp responded that amendments to the contracts are in the process of being revised with a tightening of the termination date.  Deputies would need to respond to animal control issues if Animal Control were not contracted for that work.   
Commercial Burn Permits

The issue will be brought to a Work Session for discussion about revenue and costs.

If given the choice, Ms. Kemp prefers that her office be reduced in hours. 
Coroner

Dr.  Bishop reported via his Power Point presentation:
2009 Budget breakdown:
· Total ($239,212)

· Wages 64%  ($153,887)

· Professional fees 27%  ($64,000)

· Maintenance and Operations 9%  ($21,325)

Current budget:
· Has never compensated the hours covered and worked

· Has not maintained consistent office hours for years

· No further involvement in community based pro-active programs 

Budget history:
· Past 14 years every effort was made to streamline and become more efficient

· During years when budget was flush with money the department did not expand

· Result is “no fat in the budget”

· If there were a way to save additional money while maintaining mandated services, that would be done
· The Coroner has worked alone and to work alone is not healthy 

· County would not save much by trimming the budget.  Dr. Bishop believes that Coroner dollars get “big bang for the buck”

Potential cut scenarios:
· 05%   $11,961

· 10%   $23,921

· 15%   $35,882

· 20%   $47,842 

Cuts must be proportioned:

· Cannot function with one person

· Unable to cut positions, not healthy

· Left with wage reductions

· All three areas are intertwined (wages, professional services, M&O)
· Professional fees difficult to negotiate

· Unique nature of needs leaves little competition

· M&O too small to make difference 

Impact of proposed cuts:

· Cripple the mission of the office

· Less than adequate death investigations

· No suggestions on how to make the cuts and maintain adequate service 

Chairman Dean wondered about subcontracting Camano death investigations to Skagit or Snohomish.  Dr. Bishop said that he has worked that idea out on a per-case basis, the cost to the County, and the suggestion is not cost-effective nor would the quality of the investigations be the same.  
Central Services
Ms. Caryl reported:

· Staffing for Central Services is currently at 7-1/2 people.
· Assistant Director is now full-time project manager for the accounting system so those duties were distributed to the office manager and to the network admin and programmer.  
· Lost one programmer and the mailroom position was reduced by one-half at the last budget cut.

Large projects remain on the table:

· The accounting system will require support of the network admin and techs.

· Work continues on the solid waste system.  

· The on-going Laserfiche project is time consuming.
· Upcoming Assessor/Treasurer system will require time from everyone in the department, including Ms. Caryl.
· Website assistance is increasing.

· Personnel and office moves.

· Continue to maintain existing systems, 450 computers and 25 sites.

Ms. Caryl said that technology improvements would help and is a direction the County should go.   The technology, however, must be supported and with any further cuts the department will not be able to assist as often as it should.  
The 2009 operating budget for Central Services was reduced by $11,594 by cutting one-half of the small equipment budget, restricting travel (with exception of a Laserfiche conference for which staff is willing to pay for their rooms and travel expenses if County pays for registration fee), and a small portion of professional services.
Commissioner Homola thought the installation of the software was being provided for the solid waste system, and she wondered how involved the County is in that process.  Ms. Caryl answered that any installation of software takes a lot of resources from Central Services. 
Ms. Caryl does not believe the purchasing requirements adopted by the Board are being adhered to and will bring the issue to the next roundtable meeting.  She is working toward consolidating as many Blackberry contracts as possible.

WSU

Current expense affects the front desk, County Supervisor, 4-H, Master Gardners, Camano Beachwatchers and Shore Stewards.  Ms. Feldman’s concerns are:
· Ethics because with a 20% reduction she is looking at all core programs supported by less than full-time staff

· Anything 5% or beyond would begin to weaken the support for core services

· Risk management

· Maintaining personnel with knowledge of technology

· Less staff in the office

Mr. Kropf from the University reported they are awaiting the House budget from which a 20% reduction is expected.
Superior Court – JCS - CASA

Superior Court

Mr. Merringer reported that in the last 20 years there has been an increase of one position and filings have doubled.  There just is not the flexibility to provide the cuts requested and not affect mandated services.

Reduction in Hours – Court Reporters
Commissioner Homola wondered in an effort to salvage more of the important programs would it be possible to reduce the court reporters to three-quarter time.  Mr. Merringer indicated that while technology has increased with respect to recording systems it is not as reliable as a court reporter, the ability to record the record in court is vital.  Judge Hancock remarked that the Judges are scheduled to be in court each day so to reduce a reporter would mean that one of the Judges may not be able to hold court.  Judge Hancock’s court reporter is mandated by state law.  Judge Churchill believes it likely that a court reporter would leave if she were faced with a reduction in hours.

Reduction in Hours - Court 
Judge Churchill commented that any reduction to court hours would be difficult because Monday and Thursdays are full; trials occur on Tuesday, Wednesday and Friday.  Judge Hancock added that the court is a separate branch of government and keeping the courts open is the responsibility of the Judges. A reduction in court hours is not an option.  If the Board decided to cut the Court Commissioner position then the Judges would need to take over those responsibilities, possibly impacting the Juvenile and Adult Drug Courts.  Evidence-based State statistics place Island County Superior Court between the need for 2.5 to 3 Judges.  
Juvenile Court

Mr. Merringer’s proposals: 

· Since the last cuts for Juvenile Court in 2003 the department has increased its current expense position by .5 fte. Volunteer Coordinator.  This position coordinates Teen Court, Community Accountability Board and GAL registry, and is combined with a .5 fte funded by the Community Connections grant funded program for low-risk offenders.  Teen Court has served 7 juveniles, and 2 classrooms of senior at Oak Harbor high school participate in Teen Court.  Community Accountability has served 40-50 juveniles.  These programs are not mandated and will end if the position is lost.  The Volunteer Coordinator also does criminal background checks for volunteers and monitors education requirements for GAL.  Others within the department including Mr. Merringer will have to absorb these duties. 
· Functional Family Therapist budget is grant funded and over budget by about $3,831 of current expense, and hours will be reduced accordingly. 
· $10,330 represents a bump in pay for the BECCA position to handle diversions, a current expense funded function.  Probation counselors would be assigned diversions. 
· Eliminate .5 administrative assistant for an additional $19,000.
CASA Program

Mr. Merringer and Judge Churchill suspect severe cuts to the CASA program from the State.  There is the possibility of CASA receiving $73,000 from the State but until the State finishes its budget that will not be known.  If there are general revenue reductions to the CASA program from the County then some of the possible $73,000, if received, could help to offset any shortfall.   The Board was cautioned to not impact the CASA program to the point where it is no longer a viable program as that impact would, in the long run, end up costing the County more than it would save.
 Drug Court

By cutting Drug Court the Board may save some current expense funding from other departments but would not be saving any current expense funds from Juvenile Court Services. The program is supported entirely by outside money.

Detention

Juvenile Detention is the one County department with the most potential to incur liability if staffing is reduced.
Judge Hancock, Judge Churchill, and Mr. Merringer provided the following answers to Board questions:

· There remains one on-call bailiff.

· Security contract is not mandated.  Mr. Merringer will provide the number of weapons taken from those entering the courthouse.
· There are State statutes that mandate a certain level of public defense, standards for caseloads, and those are built into a County ordinance.  The public defender is well above the standards set for caseloads.  The public defense contract is tied into a grant in the amount of $57,000.  To reduce expert fees Mr. Mason continues to locate and recommend in-State experts, he also screens defendants.
· Revenue enhancement in the pursuit of an opportunity to partner with the Tribe to house juveniles.  Mr. Merringer continues to work toward that end.

· If alcohol and drug behavior is not addressed through Drug Court (should the Drug Court be cut or put on hold for two years), having that continued contact with the Judges and team on a weekly basis, then juveniles will not make the changes necessary to be productive citizens.  The Family Therapeutic Drug Court is a mandated function with a significant amount of outside monies supporting the program.
BOARD DISCUSSION
Retreat
The Board reviewed what it hoped to accomplish at the follow-up retreat on April 8:
· If goals are recognized how will those goals be implemented and how will those decisions affect budget cuts.

· How to manage during the crisis.

· Importance of planning for the long term.

· Communication of priorities to the staff and public.

It was determined following discussion that too many variables remain to be able to know at this point when decisions can be made.

Parks 
Ms. Marlow asked the Board for direction concerning Parks saying the budget is about $325,000, of which two-thirds is salaries, wages, and benefits.  It was agreed the discussion will occur at the April 1 Work Session.  Commissioner Homola would like Mr. Van Muyden and Mr. Oakes to attend the conversation and said whatever is decided she would assume that the Parks Plan, currently on the 2009 docket, would remain.  
Treasurer
Ms. Riffe reported that a 5% reduction would be elimination of the tax foreclosure deputy, three days a week.  10% would be a full-time position.  Currently with 6-1/2 people the department is struggling to maintain separation of duties.  If cutting to a 35-hour work week the office would close to the public at 3:30 in order to accomplish tasks; staggered shifts would not work due to a loss of internal controls.  An easier option would be to extend the lunch hour by 30 minutes and rotate staff to cover lunch.
Increased bank fees are absorbed by the Treasurer’s professional services portion of her budget.  The $3,000 in that line item for travel will instead be used to help offset the difference in fees; Ms. Riffe has not and will not take any travel expense.  She also shifted some line items to office supplies to cover the increased cost of doing business.
The only predictable revenue stream into the County is property taxes.  The Treasurer’s office generates revenue for the County by billing and collecting those taxes and being diligent in making sure delinquencies are paid.   
The department is required by law to conduct tax foreclosure whether the foreclosure position exists or not.

Public Works
Mr. Oakes provided his department’s report via a Power Point presentation:
Public Works receives revenue from four primary sources:

· The Road Fund

· State Gas Tax

· CAPRON funds

· Property Tax

· Grants – Capital project  

Budget revenue assumptions:
· Gas Tax – 2% growth

· Property Tax – 3% growth

Road Fund:

· $633,000 shortage, managed by a:
· Selective hiring freeze and one FTE eliminated in the 2009 budget - $58,000 for FTE and four unfilled positions due to attrition have resulted in salary savings projections for 2009 of $191,000
· Favorable bidding climate this year. Construction projects are likely over estimated in the budget. 15% bid savings on the road fund construction for a savings of $396,000
· No 2009 COLA was given to salaried staff.

· Mr. Oakes directed that overtime be reduced, with the goal of reducing or eliminating all non-emergency response overtime
· Suggestions or alternatives to reduce costs were requested from staff and Mr. Oakes will pursue those suggestions for further or alternate cost reduction
Solid Waste Fund:

· $184,000 shortage, managed by a:
· Selective hiring freeze - two unfilled part time positions - $11,000
· Favorable bidding climate - $75,000
· Elimination of all non-emergency overtime and close on holidays - $52,000
· No COLA was given to salaried staff in 2009 
· Suggestions or alternatives to reduce costs were requested from staff and Mr. Oakes will pursue those suggestions for further or alternate cost reduction
· Will request that the remaining $40,000 shortfall be funded by existing Solid Waste fund balance.  This represents less than 1% of the fund balance and is a prudent use of the reserve fund to get the department through the economic emergency
Public Works:
· Overtime reduced

· Salaries held flat

· Holiday closures at Solid Waste

· Others

· Consultant reductions

· Idling policy
· 7 positions unfilled

· Car pool

· Equipment purchases

Commissioner Homola commented that since vehicles are going to a more efficient use of gasoline, with not as much money being spent on gas, a downward trend in that area most likely will occur.  Since so much emphasis on revenue is reliant on the gas tax she believes that the ability of Public Works to continue to function solely on that tax will become more difficult.  Mr. Oakes agreed and has also a concern about the CAPRON funds as does Chairman Dean.
There is potential savings if staff does not take home vehicles.  The road supervisor has a take-home vehicle because he is on 24-hour call.  When the supervisor is not available the foreman then takes the vehicle home.  Mr. Oakes is talking with the supervisors about the issue.
Based on formulas for overhead, and the level already transferred, Mr. Oakes feels that traffic stops are covered and no additional money should be transferred as suggested by the Sheriff.
The meeting adjourned at 2:05 p.m. 
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