Agenda Item #10E
November 25, 2008

MEMORANDUM
November 21, 2008

TO: County Coungcil
FROM: Susan D. John, Legislative Analyst &

SUBJECT: FY09 Savings Plan

The Public Safety Committee will meet on November 24, 2008 to develop
recommendations for the Council’s review on November 25. An addendum with the -
Committee’s recommendations will be distributed on November 24.

The Public Safety Committee initially met on November 20 to review the Savings Plan,
and requested additional information to be presented on November 24. The Sheriff’s Office
response is included as noted below. Information from other agencies will be included with the
addendum. '

At the November 20th worksession, the Committee requested the following information:

1) Fire and Rescue should prepare a response to the Montgomery County Volunteer Fire
and Rescue Association (MCVFRA) budget savings recommendations for FY2009 (attached at
© 56-58). A letter from the Kensington Volunteer Fire Department regarding proposed cuts is
also attached for your review at © 359.

2) MCVFRA should suggest optional savings totaling $117,563 as an alternative to
eliminating the three LFRD administrative personnel positions.

3) The Sheriff’s Office should look for optional reductions that can be taken in an effort
to preserve funding for one or two recruits in the January 2009 class. (Sheriff response is
attached at © 60.)



FY09 SAVINGS PLAN

As noted below, the appropriate Council analysts have reviewed the recommended
savings, which are outlined on the attached pages from the Executive’s transmittal memo. For
many budgets, the recommended savings are relatively straightforward. Where analysts have
questions or comments, they are noted below. :

Council staff have reviewed the Executive’s recommended FY09 Savings Plan in the
following budgets and recommend approval as submitied. The reductions taken have no
substantive service impacts.

Executive’s

Recommendéd
Budget O# Reduction Analyst

Circuit Court 20 -$268,690 | Susan John
Consumer Protection 20-21 -$66,560 | Susan John
Emergency Management | -

and Homeland Security 22 -$16,220 | Minna Davidson
State’s Attorney 34 | -$125,960 | Susan John

Council staff have reviewed the Executive’s recommended FY(09 Savings Plan in the
following budgets and have questions or comments, as noted below.

BUDGET ANALYST
Correction & Rehabilitation (© 21) ' Susan John

The Department of Correction and Rehabilitation (DOCR) estimates it will save
$655,700 by increasing lapse. DOCR staff will assume responsibilities of the lapsed positions.
DOCR advises that holding positions vacant through FY09 is not expected to immediately
negatively impact safety or security of the inmates, staff, or visitors. Over time, the work
overloads will accumulate and likely result in errors and decreased responsiveness. If such
erTors occur in critical functions like Records, the potential for inappropriate release of inmates
or arrestees could increase. No positions providing direct supervision of inmates in the jails are
impacted by increasing lapse.

DOCR advises these assumptions assume no increase in workload; however, daily
population counts have been increasing over the past year. If growth exceeds a certain point,
security could be compromised without commensurate increases in staffing.

Council staff recommends approval of the Executive's recommended savings plan for
DOCR, although inmate population should be closely monitored durmg the remainder of the
fiscal year to determine if staffing is sufficient.



Fire and Rescue Service (© 36-37) Minna Davidson

For the Fire and Rescue Service, the Executive recommends the following reductions:

Eliminate
S4 — Ambulance 719 (Silver Spring) Flex Unit (Overtime) ' -87,000
S5 — 3 LFRD Administrative Personnel -117,563
Reduce '
S1 — Ambulance 717 (Laytonsville) from 24/7 to 10/5 -217,500
S2 — Ambulance 709 (Hyattstown) from 24/7 to 10/5 -217,500
S3 — Ambulance 711 (Glen Echo) from 24/7 to 10/5 -217,500
S6 — Recruit Class 34 — move start from March 16 to June 22 -750,000
S7 — Destaff rescue squad 729 (Germantown); move 1 person to Tower 729 | -300,000
S8 — Fire and Explosive investigations (overtime) , -2,307
Total reductions - ‘ ' -1,909,370

As several of the recommendations involve service reductions, or reductions that may
have other impacts, Council staff recommends that the Committee review each of the reductions
separately. The items are taken with the major proposed service reductions first, and the other
reductions following.

S1 Reduce career staffing for Laytonsville Ambulance 717 from 24/7 to 10 hours a day
on weekdays (-$217,500) ‘

S2 Same for Hyattstown Ambulance 709 (-$217,500)

S3 Same for Glen Echo Ambulance 711 (-$217,500)

According to MCFRS staff, these reductions would remove night and weekend career
staffing from three of the least busy ambulances in the County. Call loads for the ambulances
tend to be highest during weekdays when carcer staffing would continue to be provided. Call
loads are lower nights and weekends when career staffing would be removed. When volunteers
are available, they can place the ambulances in service. When they are not available, the fire
engines from those stations would provide first responders to EMS calls. Ambulances from
other surrounding stations would transport patients to the hospital. Depending upon the distance
other units would need to travel, response or transport times may be longer when the affected
ambulances are not in service. '

As part of his FY08 savings plan, the Executive recommended eliminating career staffing
from the Glen Echo and Laytonsville ambulances nights and weekends in order to reallocate staff
to reduce overtime in Kensington, Gaithersburg and other areas. The Council did not accept
these reductions. As part of his FY09 operating budget, the Executive recommended eliminating
nighttime career staffing from the Glen Echo and Laytonsville ambulances to allow for the’
addition of new staffing to open the new West Germantown fire station. (Background
information on these recommendations provided by MCFRS staff for the FY09 budget review is
on © 48-50.) The Council again did not accept the reductions, and added funding to the budget
to restore nighttime staffing for the ambulances.



In the Acting Fire Chief’s view, although this proposal is similar to previous ones, it is
different because it is a reduction of resources rather than a reallocation. The nighttime and
weekend career staffing slots would be eliminated immediately. The individuals who filled the
slots would be reassigned elsewhere, and the positions would be abolished as attrition occurs.

The discussion below refers to Calendar Year 2007 call load data for the Laytonsville and
Glen Echo ambulances. Updated data from MCFRS for January 1 through October 20, 2008 for
those ambulances and for the Hyattstown ambulance and the Silver Spring EMS flex unit is on ©
55.

Laytonsville Ambulance 717: Laytonsville Fire Station 17 currently houses an ALS
engine, rescue squad, and ambulance that are career staffed as follows:

CE savings plan

Current Daytime Current Nighttime night/weckend
Unit 7:00 a.m. — 5:00 p.m.  5:00 p.m. — 7:00 a.m. staffing
ALS engine 4 : 4 4
Rescue
Squad 3 | 0 0
Ambiulance 2 -2 0

According to information provided for the FY09 budget review, Ambulance 717 was the
least busy ambulance in Calendar Year 2007, running 942 incidents, of which 483 were between
5:00 p.m. and 7:00 a.m. ALS Engine 717 will continue to be able to respond to ALS incidents in
the-area on a 24/7 basis. Ambulances from neighboring stations in Sandy Spring, Derwood,
Gaithersburg, and Damascus will absorb the transport requirement. Data on the CY07 call loads
for some of these ambulances is on © 52. Staffing data from CY07 (also © 52) indicated that the
Laytonsville Volunteer Fire Department provided 35.56% of the station’s unit staffing on nights
and weekends.

. Hyattstown Ambulance 709: Hyattstown Station 9 currently houses an engine and
ambulance that are career staffed as follows:

Current CE savings plan
Unit 24/7 night]we,ekenil staffing
Engine 3 3
Ambulance 2 0

According to MCFRS staff, Ambulance 709 also has a relatively low call load. However,
Ambulance 709 runs many of the non-emergency calls required under the agreement between
.Adventist Health Care and the County to provide non-emergency transports between the
Germantown Emergency Center (GEC) and Shady Grove Adventist Hospital. GEC calis
average 5 per day, and most of them occur between 3:00 p.m. and 6:00 a.m. If the Hyattstown
ambulance does not have career or volunteer staffing between 5:00 p.m. and 7:00 a.m., other
ambulances from very busy stations, including Germantown Station 29 and Gaithersburg Station



8, would have to cover Ambulance 709’s emergency call load, plus the non-emergency GEC
calls. |

As this recommendation has not been offered before, MCFRS has not previously
provided information about the call loads, response times, or volunteer availability for this
station. Council staff has asked MCFRS staff to be prepared to provide this information at the
Committee session.

Glen Echo Ambulance 709: Glen Echo Station 11 currently houses an engine and
ambulance that are career staffed as follows: . ‘

Current
2417

CE savings plan
night/weckend staffing

Unit

| Ambulance 2 : 0

According to information provided for the FY09 budget review, Ambulance 711 was one
of the less busy ambulances in Calendar Year 2007, running 1310 incidents, of which 587 were
between 3:00 p.m. and 7:00 am. The engine will be able to provide first responder BLS service.
Medic units from nearby stations would provide ALS service. Ambulances from Cabin John and
the Bethesda-Chevy Chase Rescue Squad will absorb the transport requirement. Data on the
CYO07 cali loads for these ambulances is on © 51. Staffing data from CY07 (© 52) indicated that
the Glen Echo Volunteer Fire Department provided 12.23% of the station’s unit staffing on
nights and weekends. :

Note: For the FY09 budget, the Executive recommended a reduction in nighttime career
staffing only, for a cost savings of $435,000 per station for a full year (or $217,500 for half a
year). In the FY09 savings plan, the Executive is recommending a reduction of nighttime and
weekend career staffing for a half-year savings of $217,500 per station. This recommendation
does not appear to take into account that the FY09 savings plan proposes a bigger career staffing
reduction than the FY09 budget did. Council staff has asked MCFRS to be prepared to clarify
the savings amount that is anticipated under the FY09 savings plan.

S7 Destaff Rescue Squad 729 (Germantown); move 1 person to Tower 729 (-$300,000)

Germantown Fire Station 29 currently houses an ALS engine, aerial ladder truck (a
tower), rescue squad, medic unit, and ambulance that are career staffed as follows:

Current CE savings plan

2477 staffing
ALS Engine 4 4
Ladder Truck 3 4
Rescue Squad 3 0
Medic Unit 2 2
Ambulance 2 2




The Executive’s proposal would remove the staffing from Rescue Squad 729, and would
‘reassign one position to the ladder truck. The Rescue Squad would remain at Station 29 and
could be staffed by volunteer personnel when available. The ladder truck would become a
“rescue truck” and would carry basic rescue and extrication tools. The rescue truck would be
able to respond to vehicle accidents and other incidents requiring rescue assistance.

This proposal was recommended in the Executive’s FY08 Savings Plan, but the Council
did not accept it.

While it might be possible for the rescue truck to cover many incidents that require basic
rescue capabilities, this proposal is of concern because the nearest heavy rescue squads are
housed at Rockville Station 3 and Laytonsville Station 17, and they are career staffed during the
day only. MCFRS staff said that these rescue squads are often staffed nights and weekends by
volunteers, but the staffing is not guaranteed. Considering that the upcounty is already short on
fire and rescue resources, that Station 29 has a major role in responding to incidents on 1-270,
and that the other heavy rescue squads are far away, it is unclear how well heavy rescue coverage
would be provided if the Germantown rescue squad is destaffed.

Note: When this reduction was recommended in the FY08 savings plan, the anticipated
savings amount was $740,000. In the FY09 savings plan, the anticipated savings for the same
reduction is $300,000. Council staff has asked MCFRS to explain the difference between the
two estimates and clarify the correct amount for FY09.

Council staff comments: The Council has rejected the Executive’s proposed reductions
in service for the Glen Echo and Laytonsville ambulances and the Germantown rescue squad in’
the past because of concerns about the impact of these proposals on response times, and
concerns about removing established resources from existing - communities. As the fiscal
pressures af this time are greater than in the past, the Commiftee could consider the following
options:

e Continue to reject these reductions for the same reasons as in the past.

e Consider alternative reductions. Some reductions that do not directly affect delivery of
service have already been taken in the FY09 budget, for example, decreasing operating
expenses by $1.2 million, and reducing activities previously performed on overtime by
$1.5 million. '

In the FY09 budget, the two largest service additions were approximately $1 million in
salaries to open new engine and ambulance service at the new West Germantown Station
in March 2009 (one additional ambulance was deferred to FY10), and approximately $1.3
million to implement Phase IIB of four-person staffing in September 2008. Presumably,
the new station should continue to open as planned. Regarding four person staffing,
Chief Bowers remains strongly opposed to any reductions because he feels they would '
compromise ALS and fire response times, and would be detrimental to firefighter safety.



e Accept one or more of the reductions, but request that MCFRS monitor the impacts
closely and report to the Committee on a regular basis.

e Accept the reductions as recommended by the Executive.
S4 Eliminate Ambulance 719 (Silver Spring) Flex Unit (Overtime) (-$87,000)

The FYO08 budget initially included full funding for two existing EMS flex units which
were deployed at Gaithersburg Station 8 and Kensington (Aspen Hill) Station 25. During the
budget review, the Council added $178,000 to fund a third flex unit for six months. As part of
the FY08 Budget Savings Plan, the Executive recommended eliminating the $178,000 and
delaying implementation of the third flex unit for six months. The Council did not accept the
recommendation. The Fire Chief deployed the third unit at Silver Spring (Montgomery Hills)
Station 19.

For FY(9, the Executive recommended an addition of $178,000 and 1.6 workyears to
annualize the third flex unit. At the same time, he recommended a reduction of $201 000 and 1.9
workyears for a reduction in hours across the three units.

In FYO08, the flex units operated from 8:00 a.m. to 8:00 p.m. seven days per week, for
total operations of 252 hours per week. The Executive’s proposal would have been the
equivalent of reducing the flex units from 12 hours to 10 hours per day, for total operations of
210 hours per week. During the budget review, the Fire Chief was still considering how to
allocate this reduction based on service needs. He ultimately decided to take it entirely from the
Silver Spring flex unit, reducing its operations from a total of 84 hours per week to 40 hours per
week - 10 hours a day for four days a week from Monday through Thursday.

Council staff comments: As Silver Spring flex unit service has already been reduced by
more than half, the Committee may want to ask how much the flex unit contributes in Silver
Spring, and how much the remaining 40 hours of service per week reduces EMS response times
in the Silver Spring area. Although it would be regrettable to lose the Silver Spring flex unit, it
might be possible to absorb this reduction, since stations in and around Silver Spring are fairly
close together.

S5  Eliminate three LFRD Administrative Personnel (-$117,563)

Of the 19 local fire and rescue departments (LFRDs), 18 currently have at least one tax-
funded administrative employee. Three of the LFRDs, Gaithersburg, Kensington, and Rockville,
have two administrative employees. One department, Bethesda-Chevy Chase Rescue Squad,
does not have any tax-funded administrative employees. The Executive’s proposal would
eliminate one administrative employee each from Gaithersburg, Kensington, and Rockville.

The current complement of tax-funded LFRD administrative employees is shown in the
table below. The allocation of staffing is not uniform among LFRDs because it has evolved over
time to meet the needs of each LFRD. :



LFRD

(No. of Stns.)

Position

Grade

Workyear

Bethesda (3) Administrative Specialist I 21 1.00
Burtonsville (1) Administrative Specialist I 18 1.00
Cabin John (2) Administrative Specialist 11 21 1.00
Chevy Chase (1) Office Services Coordinator 16 0.75
Damascus (1) Office Services Coordinator 16 0.80
Gaithersburg (2) Administrative Specialist 111 23 1.00
Office Services Coordinator 16 1.00
Germantown (1) Office Services Coordinator 16 - 1.00
Glen Echo (1) Office Services Coordinator 16 1.00
Hillandale (2) Administrative Specialist I 18 1.00
Hyattstown (1) Office Services Coordinator 16 1.00
Kensington (4) Administrative Specialist I11 23 1.00
' Office Services Coordinator 16 1.00
Laytonsville (1) Office Services Coordinator 16 1.00
Rockville (4) Administrative Specialist 111 23 1.00
Office Services Coordinator 16 1.00
Sandy Spring (2) | Office Services Coordinator 16 1.00
Silver Spring (3) Office Services Coordinator 16 1.00
Takoma Park (1) | Office Services Coordinator 16 1.00
Upper
Montgomery (1) Administrative Specialist | 18 1.00
Wheaton RS (1) Office Services Coordinator 16 0.80

The Executive’s proposal would eliminate the Office Services Coordinator positions from
Gaithersburg, Kensington, and Rockville. These positions are currently filled. '

The Acting Fire Chief has informed the field of these potential changes, but has not had
an opportunity to discuss them with the affected LFRDs. He feels that it is appropriate to look to
the LFRDs to find some savings at this time as he tries to identify savings across MCFRS. He
also feels that, as most LFRDs have only one administrative position, it would be reasonable to
reduce the two-position LFRDs to one position each. :

Council staff comments: Council staff agrees that the cost of administrative staffing
should be reduced, but feels that, before a reduction is taken, it might be appropriate for the
Acting Fire Chief lo review the staffing overall in consultation with the LFRDs to develop a
reduction plan thal takes into account the current needs of the LFRDs and potential
opportunities to share or redistribute resources. Such a plan might also take into account
whether positions can be phased out as they become vacant, rather than eliminating positions
that are currently filled.

The Acting Fire Chief has recently ordered the suspension of the hiring process for
non-uniformed positions that have been exempted from the hiring freeze. He anticipates that
there will be lapse from those positions which has not been accounted for in the savings plan.
He will provide information about the amount of the anticipated savings at the Committee



session. If the savings are sufficient, Council staff would suggest substituting them for the LFRD
position elimination at this time, and asking the Acting Fire Chief to develop a plan to reduce
LFRD administrative staff costs for the FY10 budget.

S6 Recruit Class 34 — move start from March 16 to June 22 (-$750,000)

Council staff comments: 7his appears to be a feasible reduction. Presumably, it is
based in part on the assumption that several positions would be abolished as a result of the
service reductions discussed above. Council staff has asked MCFRS staff to be prepared to
comment on the impact of this proposal if the Council does not accept the Executive’s service
reductions. For reference, a vacancy analysis that was provided for the FY09 budget review is
attached on © 53-54.

S8 Fire and Explosive investigations (overtime) (-$2,307)
Council staff recommendation: Approve as submitted by the Executive.
Liquer Control (including License Commissioners) (© 43) Justina Ferber

DLC savings are in operating costs and lapse. Council staff advises the reductions will
not affect customer service or inventory. The recommended transfer for FY09 is $30,410,060,
and DLC made its first quarter transfer of $7.6 million.

Council staff recommendation: Approve as submitted by the Executive,
Police (© 29-30) Linda McMillan

The FY09 savings plan expects the Police Department to reduce their expenses by
$2,397,300. In FYO08, the Police Department was expected to achieve a savings plan of
$1,996,210. The FYO08 4t quarter analysis, provided to the Council on September 17, 2008,
estimated that for FY08, the Police Department exceeded its budget by $2.9 million. The memo
from OMB Director Beach and Finance Director Barrett stated that: -

“The Police Department incurred fringe benefit costs (health and retirement) in
excess of budget as well as excess compensatory leave payouts (pursuant to
collective bargaining agreement with the Fraternal Order of Police), a small
overage in overtime, and lower than anticipated lapse cost because of improved
recruitment and retention efforts. In addition, increased fuel costs caused an
overage in motorpool cost of $2.1 million that was offset by reduced costs of $1.3
million in other operating expense categories.”

Council staff raises this as background for the Committee’s consideration of the
recommended savings plan. Costs for the Police Department are heavily impacted by the cost of
fuel/motorpool, and in FY09 the Discontinued Retirement Service Program may have impacts on
lapse or other personnel costs that differ from those estimated in the fiscal impact statement.
Council staff notes that the FY09 savings plan does not call for an expected savings in overtime.



As overtime hours are reduced in the FY09 budget, Council staff agrees that the savings plan
should not include reductions in overtime for FY09.

S1 Lapse Civilian Positions (-$1,873,260)

The Plan notes that high-priority non-sworn jobs will not be lapsed. However, it is
expected that the lapsing of the remaining positions will result in increased workload, delay in
performing work assignments, suspension of some work assignments, increased use of
contractors (security services), and increased use of overtime.

Council staff understands that at this time, the Department is projecting that it can meet
this savings goal and stay within its overtime allocation. Council staff suggests the Committee -
discuss with the Department how the hiring freeze/lapse will impact two specific areas of the
Department: the Emergency Communications Center and County Security for Facilities.
Council staff does not believe it is in the long-term interest of the County to hold open
telecommunications positions, given the difficulty of recruitment and retention in this area. With
regards to security for County facilities, the Committee may want to understand which duties the
Department believes can be handled through the increased use of contract security staff. ‘

Council staff recommendation: Concur with Executive, unless the lapse applies to the
Emergency Communications Center. Council staff acknowledges that this reduction will have
service impacts on areas that are important to the Department and may be used by the public,
such as the processing of licenses and crime statistics.

S2 Reduce January 2009 recruit class from 20 to 15 (-$171,900)

This recommendation will reduce, but not eliminate, the January 2009 recruit class.
Holding a class is not only important to the ongoing recruitment and operations of the
Montgomery County Police Department, but also means that other law enforcement agencies
will have the ability to place recruits in the January class.

As of October 12™ there were 12 sworn vacancies. Fourteen officers have signed up to
participate in the Discontinued Retirement Service Program (DRSP), although one will leave on
December 1, 2008.

Council staff recommendation: Concur with Executive.

S3 Reduce Operating Expenses (-$352,140)

The Department has proposed to reduce miscellaneous (non-motorpool) operating
expenses.

Council staff recommendation: Concur with Executive.
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