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March 7,2011 

Worksession 

MEMORANDUM 

March 3, 2011 

TO: Government Operations and Fiscal Policy Committee 
...,,::.:;.;--:::;#'...­

FROM: Dr. Costis Toregas, Council IT Advis 

SUBJECT: Status Report - Cross Agency Resource Sharing Initiative (CARS) 

Expected to attend: 

Fariba Kassiri, Assistant CAO 

Other participants will be available to comment on project status as appropriate. 

Overview 

The Cross Agency Resource Sharing (CARS) initiative involves all County agencies to explore ways 
that service delivery costs can go down through resource sharing. It is a purely volunteer effort, driven 
by an Executive Committee of top leaders and with subcommittees in nine basic government functions: 

~ Information Technology 
~ Utilities 
~ Facilities planning, design, construction and maintenance 
~ Procurement 
~ Space utilization 
~ Fleet 
~ Mailing, printing, and document management 
~ Employees and retirees benefit plans 
~ Administrative functions (payroll, budget, finance, training, etc.) 



©1-3 is an early document detailing the scope, organization, and participants of the CARS effort. 
©4 gives the basic premise visually; through sharing of resources, the overall cost of providing 

, governmental services across agencies can be reduced, while permitting individual actions to be 
undertaken by each organization according to their desires, budgets, and vision. However, the major 
participation incentive is self-interest and desire to share across agencies; thus, the CARS initiative falls 
short of an ability to compel an agency to do something together with another - something which is often 
desired in order to make major changes and streamline government operations across agencies. 

On December 8, 2010, the CARS project selection process was completed, and the description, 
parameters, and timelines for each are contained in a complex chart provided on ©S-20. A summary of 
expected cost savings is shown on ©21, which makes it easier to appreciate the bottom line impact of 
the efforts. It should be understood that benefits other than fiscal savings accrue through collaboration, 
such as improved knowledge of County operations throughout all agencies, faster and more satisfactory 
citizen experience, and many others. However, the fiscal impact is also extremely helpful in a time of 
economic stress. Ms. Kassiri will provide a more current status report as of March 2011. 

Questions for the Committee to explore 

1. 	 Is the volunteer nature of CARS impeding progress on the cost-saving front? Are there actions 
the Committee or Council can take to encourage further collaboration and participation? 

2. 	 The timeframes for each project vary. Given the fiscal situation all agencies are confronting, are' 
there ways to accelerate the implementation of projects? 

3. 	 How does the work of CARS relate to the recommendations of the OLO group on structural 
budget deficits and the recommendations of the Organizational Reform Commission? 

4. 	 How can the Committee's budget authority assist the successful implementation of the projects 
and overall initiative goals? 
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Cross-Agency Resource-Sharing (CARS) Committee 

May 2010 

Background: In preparing the FY II Operating Budget, we have gathered cost-saving 
suggestions through several methods and sources, resulting in a variety of ideas and 
solutions. By reaching out to our partners in MCPS, Montgomery College, M-NCPPC, 
HOC and WSSC, we have started a collaborative process that will enable the County to 
more effectively address future budget challenges in FY12 and beyond. 

On February 3,2010, the heads of the six County agencies (MCG, MCPS, Montgomery 
College, MNCPPC, HOC and WSSC) and the Council staff director held the first 
Cross-Agency Resource-Sharing (CARS) Committee meeting. The main objective of 
CARS is to work together and reach an unprecedented level of cross-agency 
collaboration and partnership towards improving the County's long-term budget 
challenges and sustainability of services. It is essential that we also create a framework 
that delivers results in a transparent and timely manner. Over the past several weeks, 
the agency heads established the following guidelines for the "Cross-Agency Resource 
Sharing" work groups. 

Overall Purpose: The purpose of the CARS Committee is to provide a forum for 
coordination among Montgomery County agencies that seeks to share ideaslbest 
practices, develop resource-sharing strategies to achieve operational efficiencies, reduce 
costs and improve the quality of services offered to our residents and businesses. The 
CARS Committee will be an ongoing forum focused on cross-agency efficiency 
solutions that seek to build the long-term sustainability of the services provided to our 
residents. The CARS will pay special attention to existing barriers and move forward 
the interests of the single "customer"- the Montgomery County taxpayer. 

Organizational Framework: The key objective of the CARS Committee is to 
encourage cooperation and collaboration among employees involved in this process, 
while also leveraging the expertise of our organizations in a manner that generates new 
and creative ideas and fosters strong working relationships. We will have a two-tier 
organizational framework that contains an Executive Committee, accountable for 
achieving results in a timely and transparent fashion, and a number of workgroups that 
will apply their expertise to sharing ideas, seeking input from a variety of sources and 
generating solutions to pressing issues faced by all County agencies. 
The relationship of CARS to the Montgomery County Organizational Reform 
Commission and the Office of Legislative Oversight's Structural Budget Deficit project 
will be carefully delineated as their respective programs are defined. 

Executive Committee: The Executive Committee is composed of the following 
members with the authority to convene meetings on a quarterly (or as needed) basis, 
provide direction and act on the recommendations of each of the workgroups, and 
render decisions on future action items. The CARS Executive Committee has 
appointed representatives from their agency to serve on each of the workgroups and will 



also oversee, guide, and implement the ideas/plans/strategies developed by each of the 
workgroups. The Executive Committee members are: 

• 	 Timothy Firestine, Chief Administrative Officer, Mon'tgomery County 

Government 


• 	 Dr. Jerry Weast, Superintendent, Montgomery County Public Schools 
• 	 Dr. Hercules Pinkney, Interim President, and effective August 2, Dr. DeRionne 


Pollard, President, Montgomery College 

• 	 Dr. Royce Hanson, Chairman, and effective early July, Fran'(ois Carrier, new 


Chairman, Montgomery County Planning Board 

• 	 Jerry Johnson, General Manager, Washington Suburban Sanitary Commission 
• 	 Annie Alston, Executive Director, Housing Opportunities Commission 
• 	 Steve Farber, Staff Director, Office of the County Council 

Workgroups: The workgroups are composed ofa representative from each agency. 
Each workgroup will elect a member to serve as the Workgroup Chair. The chair will 
guide overall efforts and have the responsibility of reporting progress to the Executive 
Committee. Each workgroup will establish clear goals and action plans for what they 
hope to accomplish quarterly over the next two years. In addition to preparing goals 
and action plans, each workgroup should create a specific mission statement to guide 
their efforts. These mission statements may change over time as the workgroups 
prioritize different aspects of their specific topic areas. However, at minimum, it must 
address the following three factors: 

1. 	 Cost containment or reduction 
2. 	 Innovation reflective of best practices in other comparable jurisdictions 

and long-term sustainability 
3. 	 Adequate level of service defined by explicit and agreed-upon metrics 

The workgroups will meet independently on an as-needed basis, to complete action 
items and foster the creation of new ideas. All goals, action plans, and mission 
statements initially developed by workgroups will be presented to the Executive 
Committee at its first quarterly update meeting. Refining goals and action plans will 
follow as workgroups continue to meet. 

Workgroups' Focus Areas in FY11: As agreed by the Executive Committee, the 
initial cross-agency resources-sharing efforts will focus on the following areas: 

1. 	 Information Technology utilize ITPCC 
2. 	 Utilities utilize ICEUM 
3. 	 Facilities Planning, Design, Construction and Maintenance 
4. 	 Procurement utilize IPACC 
5. 	 Space Utilization 
6. 	 Fleet 
7. 	 Mailing, Printing and Document Management 
8. 	 Employees and Retirees Benefit Plans (health, retirement, etc.) 
9. 	 Administrative Functions (payroll, budget, finance, training, etc.) 



Next Steps: 

• 	 On June 30, 2010, the CARS Executive Committee will convene the first Cross­
Agency Resource-Sharing Executive Committee kick-off meeting to discuss the 
overall purpose, process and timelines for this effort and provide direction for 
the Workgroups by establishing explicit target priorities for FYII. 

• 	 The work program will make explicit those efforts that are expected to produce 
results in time for the FYl2 budget, and those with a longer time horizon. 

• 	 On a quarterly basis (or sooner as needed), the Executive Committee will meet 
to receive updates, provide directions and discuss progress made by each 
workgroup. Implementation strategies to include pilot projects and 
demonstrations will be authorized and responsibility for execution will be 
assigned to lead agencies. 

• 	 The CARS Executive Committee will make every effort to reach out to the 
community at large (business, residential, non-profit) to seek input and provide 
guidance to the workgroups. The Executive Committee may also seek advice 
and input from experts unaffiliated with any member agency for selected focus 
areas or related options for shared services. 

• 	 The relationship of cross-agency strategies to the various legislative committees 
of the Council responsible for authorizing and appropriating funds for each 
agency will be properly defined and supported. Funding for chosen 
implementation efforts will be explored including pooling existing resources 
across agencies as well as through shared models such as the Interagency 
Technology Fund (ITF). 



Cross-Agency Resource-Sharing Committee (CARS) 

Current Practice 100% of resources CARS Model 
------- ----~---------------------------------------------
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FYIZ 

FYlZ 

fYI2 

FYIZ 

nil 

12. bnpiementalion may lake 2 yurs and 
will be in oul years. FY 12 and f'Y 13 

increase ~ue 10 Ihe signiHcant 51aillime 
) implement FY 14 and beyond, savings 

be in adminislT8live lime. 

IChaUeagcs:vllriomt Business Processes; 
Standards need to be set fur scannmg: MeG 

Planning has a Centralized 
I Program; MCf'S and 
lack ofcOnStlilency and 

....... ",,,,,Jl'olenUal for $.05 presort diseount 

FY l2 due to slaff time required to ICfUiUenge.s: Curret\t PC8clices; Time 
Potentia) for $.~S pre~rt dis~ounf and lim·itatiolls; "fypes ofSe~vice~; Cost for 

I discounts. Savings esfllnale IS $10,000 training maferial; SlaffTun-c 
hased 00 cumnl volume and if mail 
for discount 

FYI'2. Admin.strati"e costs will 
Conll IIcl preperalion and 

IAduunislralive Tilft-c 

:" Develop • mu1ti~.g-cncy 
................... to coordinate sharing of new 

12 Implementation m~~ lak~ I feu. Sa~ings: !knoWledge and belit pracli~e$. Critical 
in out years. AdmmlstTa;uve savings IS jncident re\li-CWli, Job rol.hon/wocker 
by substantial increll$ed wockload. __.. I.A ___ V __ ...l_..I __ (process) mapping, 

Contract preperaliotl and 

IWrjte contracl- eslimate lime 6 month$ 

conlrllct- eslilllide time 6 lOonths 

cOntraa· estillUlte lime 6 100nlili 
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}I,llliing/Mall! Doeumenl' 
(CuiltinulUl) . Reduct: Administrative Darners IProvide ll'IOte detail, 

0. Reoords Management o~rsighl 
, Reduce Redundanl RereclUds detail. Admtnistrlltive savings only aparl. !cnnuninee consisting o( one tMimber 

each grol.lp 

possibility or a central printing office to ~!'ve all 
Post fY12 Post 12 

possibility of a l:entTILllludli-agency document 
PC)ltFY12 Posl12

archlvc ct:flter 

,..> 
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lli,!!aHed RecomroendaUons 
~~ 

. IT Help Ded, Services 
~cmsolidadon 

. Inlerag«lcy GIS Strategic Plan 
Implemtntelioll Phaie 

. bm we recolnmcnd Ihe followillg two phasc 
nil.$C I: Proceed wilh finalizing Ihe 
GIS Stralegic Plan And establish an inter~ 
Policy/Governallce COlnmiltee, Tlte firsf 
lIS PolicylGovcmance COlllminee should be 
OIC Iypes of dalalinfonnation and Indl 

and iiitorage methods by each IlJJcncy. In 
he new OIS COlDmittee should review IIle 

GIS Jnformation layers liIeI are sclieduled to IJe 
by each agency, and coordinate expenditures 
. The committee neeeds 10 hnniedialely 

the enYironmenllhal allows a stogie Agency to 
~hase expensive loyc:rs (or sonw~re) 
intended for mulli~agenc.y use. Phue 

And develop a strategy to reduce co:!;, and 
2e the u use and acC(;nibility" of 

Idatalillfonnalion (orlily all ogencies. In addition, the GIS 
ee should identify and prio(ifize IItt GIS analysis 
Itun offer die Count):' Ihc greatcsi polenlill 
and 10 assign a lead agency In (:lI(;h project 'fhe 

suUesled strategy by the GIS commiUtt should 

I; fYI2 
Ph 'ImplementAtion dales for each phase will be 

ase . ~ .. • projcet plall, The plan win be 

Se~ AdminiSfTalive 
SubconuniUce 

I: FYI2 
II: lIIid~ytar f'Y12 

the cnd of JallUSI)' 201 L 

See Administrative Subcol1uninec 

I: mid·FYI2; Phllse U; mid-FYI] 

lenglh ofconlfa(;U. bidding lnay rcquire 
bcard/agency approvals. different 
requiring different cltperthe, tile 

«Ned will include students not 

See Admilli!anlive Sulicollunittet 

leam ulCmbers haw been 
:d, Project sponsor is Sberwin 
ICTO"- MCPS); proj," 

Kuhar (Director of 
Ops -. MCPS), Project 

lkickofT lltttdria. bas been $clleduled to 

project wod:.ing group ill sc:lledultd 
in mid-December 10 defllle 

,fler. scope, deliverabks: IUld 
Thc subcommittee's: proJloscd 

limplelnenlation dales lOay. cbange once 
plan has betn developed. 

See Administrative Subcoltullil1ee 

December 8,2010. COllunent dran of 
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the inilitl work willi the goal ofimplemenlil1g 
P(l5tFYl2 

FYI' 

Joinl Use and 0.1118 Cenler 

. Miscellaneous OIMf FY12 P(lstFY 13 To be detennined . 
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FadliliM I. Sharing Existing Resources 

t 
OiOIlY pursue with penn~lting and planning aulhorilies to 

improve Ih~ process bm 1$ not necessarily related to 
c(lnsolid.tion or resource Sh'lfillg. Tills effort iI: I 
eIlC{)l.Il1iged bllllllay l.Iot be genn&ue 10 the CARS 

expandet.l design and conshuclion of shared 
linfrastructure support facilities (warehouses, 

gs) similar 10 lila!. being 
Service PlIl"k (Webb T fIICt). The 

ISubcoUllUiltee's next r~poI1 (due Dee, 1st) fOf Ihis new 

.. item should Inclnde a prelilOiflary impleltlWtalion 
IlUd pot~ntial savjnss. 

FY!2 

FYt2 

Po~1 FYt2 

a sicnificlmt paradigm ~hift. 

a significant paradigm shift Above. Establish COllunittee 

IRequires buy-in by aU Agencies Candidate Projects 
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Spllce UAiUzdion 

~ Combmed RFP f.or General 
.estale Services 

,a Gentlral Note lin Pr{)Curement Uicllon. 
SuboounnUtee's flext report (due Det:, 1st), should 

opportunilies/optiolls alld include pOlenlial 
and implemenlalion plan. 

oppoftuuit.ies that exi$t in Ihe CUllent invelllo:y 
I spliC:e 1.0 coosolidate recluimnerus under 

'combined mulli.~eJlcy space utilization. Inslitule a 
htcll future I~aie requirements are $baH 
to (I) maximize cunellllea$(:d ill4ce. 
ate requiremenb. The S'IlbcoUllftiHee's 
Dec. Ist) fOI llib action ifUl1 sh.ould 

pOlenlial savings and a detailed implementati.on 

. Immediatcly 

FYl2 

hmlledialely 

Mid Yea,FYI2 

QUArterly Meetings Scheduled 
a web based fMUIR ror sharing info. 

rs, etc, Cost Savings in FY 12 0: SO 

in outytan depends upon whefher 
1.0 collab.orate .on projecl! are 

and implemenled 

sldf tirae required 10 implement and 
in othu work assiQ,runents. In FY 13 and 
savings. win be in admin tirae required io ]Identifyiog lead ag~ncy. 
cal eslate service,. Savings.re depc 
much r~.1 estate aclivity each group 
ill and how many illnes they use the 

diseovered Ihat there i5 a range in rental 
from S24k to $)6k perynr. When we 
lnllnd S36k, some cell pr.oviders will 

Ie.d agency. Review 
r.om olher jurlsdicliolls, Tlltk 
who have participaled in 

identifY each agency', 

'. IdenliiY and weight 
crireria. lliafl RFP. review, 

tilen pay. some will tenninate, SOJne willlConsulting wilh 
to negotiilte inlerim steps. We need 

1;'0'1'11..........;"..\ advice.on lhe dnirabilily.or .our 
and how that affects rales. Also need\management 
br.iefmg.on 4G teclmol{lgy and 
ms ror tower leases. If Ihe gr.oup 

10 cooperative1y hire a eonsullilni 10 
litondle t.owers, an ItFP will have 10 be done, 

would be cotnptek: in FYi). 

feeenily renegotiated lease rales 
l in e:c;honge for longer lenm, ]ne 

1There are currently no near4enn .opportunities 1.0 /county is gening back 'he Grey Courthouse 
Ujes between agencies. C.ost savings and will be consolidalin,g several leases inlo 

Cost savings in FYtl and beyclld Ihat space. Refer to AHnchment 0 • Spnce 
.on whether any ,equifeU1ent~ arise Ihat UliUzadon SUbCommittee 

combined. 
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CARS Projected Savings ·12/8/2010 

Administrative f--~:-:::--+-----+7---:-:~~r-----~:---:-=-:~-:-I 

Employees & 
Retirees 
Benefit Plans 

#1 

1,560,000 

3,150,000 

80,000 


