PERSONNEL, PLANS & POLICY COMMITTEE MINUTES

November 3, 2011
Convened:
9:00 AM
Present:
Commissioner Houtz, Commissioner Hubbard, and Commissioner Vrablic
Also Present:
Commissioner Swift, County Clerk Teresa Kubasiak, Treasurer Sandy Thatcher, Sheriff Warren Canon, Undersheriff Keith Eichler Scott Winter and Doug Scott Building Inspection Department, Liz Pulley Equalization Director, Mike Hard Drain Commissioner, Nancy Hutchins Register of Deeds, Karen Martin GELC Representative, and Administrator Bud Norman
The Committee approved the amended agenda to include an update on the Retirement Fund options and where we are with the GELC General Unit Negotiations.

ITEMS FOR ACTION

Commissioner Vrablic made a motion and Commissioner Hubbard seconded to move to Executive Session to discuss a GELC Union Grievance. 



9:02 AM



Roll Call Vote:



Commissioner Houtz
Yes



Commissioner Vrablic
Yes



Commissioner Hubbard
Yes



Motion to return to regular session at 9:19 AM

Prosecutor Terri Norris and Judge William O’Grady arrived.
ITEMS FOR ACTION

Request for Part-Time Corrections Officer – Sheriff Department
Sheriff Canon is seeking to replace a Part-Time Corrections Officer to fill the termination of a Part-Time Corrections Officer.  They also have two full time Corrections Officers who are on Medical Leave.  There were 96 hours of Overtime to cover for the shortages.  Sheriff stated there are staffing issues not only in Corrections but within the entire department.  They only had three people covering from Midnight to 6 AM portion of a shift the other day and they are required to have four employees.  Sheriff Canon noted that when the National Institute of Corrections conducted a study in Branch County, they recommended we have 23 full time officers, but we only have 16.  Cass County has 27 Officers for a 140 bed jail.  Committee recommends:

Motion by               and seconded by              to approve the hire of one Part Time Corrections Officer for the Sheriff Department, to be effective immediately.
2012 Furlough Days

The Committee reviewed the suggested Furlough Days for 2012 for approval.  Administrator Norman met with Elected Officials and Department Heads to determine the eight days that would be acceptable.  

Commissioner Houtz asked if a Letter of Understanding is necessary from the Unions.  Administrator Norman said it will be necessary to get a Letter of Understanding from the Unions.  Commissioner Hubbard asked what the savings are now that we have a few Furlough Days behind us for 2011.  Administrator Norman said we are calculating a cost savings of approximately $3,500.00 for each Furlough Day.  Not all employees take the time off without pay.  They use vacation and/or personal time and sometimes a combination of time off without pay and vacation or personal time.  Administrator Norman said the contracts that have been negotiated approved the use of Furlough Days but will require a Letter of Understanding.  Committee recommends:

Motion by               and seconded by              to approve the eight (8) proposed 2012 Furlough Days, as presented:

Proposed Furlough Days – 2012

(8 Days)

Friday, February 17

(Monday, February 20 – Presidents’ Day)

Monday, April 9


(Friday, April 6 – Good Friday)

Friday, May 25


(Monday, May 28 – Memorial Day)

Friday, August 31


(Monday, September 3 – Labor Day)

Monday, October 8

(Columbus Day)

Friday, November 9

(Monday, November 12 (Veterans Day observed)

Wednesday, November 21
(Thursday/Friday, Nov 22/23 – Thanksgiving Holiday)

Friday, December 21

(Mon/Tues, Dec 24/25 – Christmas Holiday)

Proposal – Retirement Incentive Program 2011-2012 for Branch County

The Finance Committee had requested a proposal for a Retirement Incentive Program.  A slide show was presented to outline a proposal for a Retirement Incentive Program as an alternative to avert layoffs and balance the 2012 budget (SLIDE 1).  The intent is to present the information to this Committee as well as the Finance Committee when they meet tomorrow and an assumption of the funding required for the Program will be presented to the Finance Committee.
SLIDE 2:
Retirement Incentive

Pull Strategy – Incentive


Push Strategy --- Layoff





- High end pay scale.



- Low end pay scale.

- Lower number of employees.

- Higher number of employees.

- Goodwill, incentive, higher morale.

- Loss job, lower morale.

- Financial gesture to retirees.


- Financial penalty.

- Interest, consideration.


- Fear of layoff.

SLIDE 3:
Retirement Incentive Options

Option #1




Option #2                                       




$1,000.00 x number of years of service
$500.00 x number of years of service

(maximum of $25,000.00)


(maximum of $10,000.00)

(payable January 2012)


(payable January 2012)







Insurance (Single) x 3 years (2012-2014)

SLIDE 4/5:
Parameters

· Sign contract that employee will not file for unemployment.

· Cannot be employed by the County for 12 months.

· Departments cannot replace personnel for 36 months.

· If a department falls below 66% staffing, internal transfer to that department from another department with staffing above 66%.

· Minimum number required to accept plan = 20 employees.

· Identified 39 eligible, 12 current retirement eligible, 5 can retire in 2012, others by 2019.

Administrator Norman noted that the Department Heads and Elected Officials have the greatest amount of concern about not being able to replace employees.  If we are unable to adhere to this parameter of not replacing employees for 36 months then we are erasing the savings and not accomplishing the goal of the program.  Also, this is a short time-line required to make a decision if we want to implement the program by January, 2012.  It will probably take a minimum of three weeks to create the necessary paperwork if a decision is made to go with this program, based on legal guidance.
SLIDE 6:
Staffing Comparison Assumptions
Pull Strategy – Incentive


Push Strategy --- Layoff





20 employees




28-30 + employees

82.4% Staffing Level



75.3% Maximum Staffing Level
SLIDE 7:
Analysis
PROS





CONS







-Normal service hours.


- Effect on millage?

-Lean machine.



- Service reduction.

-More with less.



- Something will suffer.

-Opportunity for employees.


- Lose valuable experience.

-Consolidation.



- Jack of all trades, master of none.

-Asking-Not telling.



- Survivor syndrome.

SLIDE 8:
Repeat of Slide 2

SLIDE 9:
Initial Analysis

This slide showed the departments and the number that could possibly retire from each department and what the remaining number would be and percent of personnel left in the department

SLIDE 10:
Matrix

This slide gave five options of: Layoffs, Retirement Incentive, Fund Balance, Delinquent Tax Revolving Fund, and Non-Mandated and ranked (1 to 5) each option in the category of: Service, Complexity, Risk ($), Future, Employee, Workload, Support.  
Commissioner Hubbard said this needs to be taken to the full Board for consideration.  Administrator Norman said this Committee should make a recommendation to the Finance Committee.  There was a lot of concern from the Departments about the Retirement Incentives and Layoffs because the departments feel they will not be able to provide the minimum level of service and they cannot lose the expertise.   If there are reductions, this will also affect the department revenue (example of Road Patrol reductions will reduce the revenue of tickets—traffic violations).  

Commissioner Vrablic asked Administrator Norman to explain the matrix numbers.  Administrator Norman said there is not a big enough separation between the options to show that one is more favorable than the other.   Commissioner Swift said he feels it will be tough for the departments to accomplish their work and not replace employees for 36 months.  Also, there will be a new Board of Commissioners in place in 2013 and the possibility of new Elected Officials and this could change the intent of not hiring someone for 36 months.  The new Board and Elected Officials may wish to replace in 2013 (leaves lot of holes).  Administrator Norman said he can tell this Committee that many of the departments do not agree with the 36 months and say they will need to replace employees immediately.  Other counties have stated they had holes in their retirement incentive programs.  It is very difficult to design a program that is acceptable by all and provides a cost savings.  

Commissioner Houtz said he feels it is difficult to pay someone to leave with a Retirement Incentive based on the current economics.  Commissioner Vrablic asked what the significance of the 20 employee threshold is.  Administrator Norman said this is the assumed number of employees in order to help eliminate the $1.7 million deficit.  This is assuming that we can save $65,000.00 to $70,000.00 per employee that retires and this would have the potential to help balance the budget by anywhere from $800,000.00 to $1,000,000.00 in the budget year 2012.  This could help avert reductions in other areas.  Also it will help make up for a loss in shortage for future years (2013 and 2014) and the cost savings would increase in these two years.  The Fund Balance will go down to about 6% at the end of 2012 unless we get additional revenue.  The Fund Balance would increase in years 2013 and 2014. 
The Committee and/or Board may decide to hold this Program and present at a future date.  Commissioner Houtz said in order to balance the 2012 budget this is an option to consider.  Committee recommends:

Motion by               and seconded by              to defer the Retirement Incentive Program to the Finance Committee without a recommendation but a request to take it to the Board on Tuesday with or without a recommendation to the Full Board.
Building Inspection Department Update

The number of permits in October was 112 compared to 97 during the same month in 2010.  The budget balance as of October 31, 2011 was $21,980.91 up from the balance of $15,794.76 at the end of September. Administrator Norman said the State Audit will be sent to us as soon as they can possibly complete the review process.  Scott Winter said October was a good month across the board and November was starting well.  

Commissioner Hubbard said that Sherwood Township is moving toward a decision to stay with the County for inspections for the foreseeable future so this is encouraging news.  Commissioner Swift asked Mr. Winter if he feels there is enough money to last through the end of the year.  Mr. Winter said he feels there is based on what they are doing.  Commissioner Swift asked if there are any other ideas what they could do to help the funding stream.  Mr. Winter said there is nothing left to eliminate from fixed expenses.  The only move left is to make more cuts in salaries.  

Treasurer Sandy Thatcher said that the Building Inspection Department does not participate in the self-insurance program so they will have an amount of approximately $5,000.00 going back to the department.

Personnel Issue – Sheriff Department

Sheriff Canon addressed the Committee with regard to the 2012 Budget.  He has been working on the budget and he wants to explain to the Committee what impact the reductions for 2012 will mean to the Department.  The fuel cost funding will be reduced, elimination of all part-time employees, no more new requests for lease vehicles, and a total of eight (8) employees will be required to make up the $648,252.00 reduction to the 2012 budget.  

Sheriff Canon explained that this will take the number of officers per shift down to 3.25.  This means that 1 will be at the Courthouse, and 2.25 will be on the Road (this includes the Sergeant in the 3.25).  Sheriff Canon said when you take into account the vacation and sick time there could be times when they are down to even fewer staff.  There are no State Troopers on the midnight shift and this will not change until sometime next year, if then.  This means there will probably only be two officers on the road the midnight-shift.  

Why are we approving to fill a part-time position?  Sheriff Canon said this will be for the remainder of this year (2011).  Commissioner Swift asked if this is due to the true-up issue.  No, there is no effect on the General Fund budget for the true-up issue.  Revenues are simply $1.7 above expenses for the current 2012 budget.  Sheriff Canon said this is what will be required to meet the budget reduction.  They are looking at one clerical and eight uniformed officers.
Administrator Norman said this is the result of the function of the budget.  This is a service and people industry and personnel make up close to 70 - 90% of the budget.  We have been frugal and have, on average saved 6 – 8% annually on items other than personnel.  Departments are finding it difficult to impossible to now find savings in anything other than personnel.  This is a big impact on the budget and what we rely on.  The attrition rate has not helped and unfortunately the 2012 budget will be a big impact but the 2013 budget will have an even bigger impact.  Sheriff Canon said per the Union Contracts, they would need to reduce Part Time, Sheriff Reserve, Sheriff Posse and what reductions they can make to Marine Patrol before they would reduce full time staff.

Administrator Norman said we have the funding in the Fund Balance to maintain the current employee base but if we use this funding but we will fall well below the percentage required per audit standards and be down to approximately a 6% Fund Balance.  If we used the Fund Balance for 2012 this would exaggerate the concern for 2013.
Sheriff Canon cited the recent accident in Bronson and the response of the State Police as opposed to the County.  Sheriff complimented Administrator Norman for his help with the budget process and invited any of the Board members to visit him with any questions/concerns.

Open Positions – Community Health Center – Board of Trustees

The Community Health Center provided us with recommendations for their appointment of two trustees to the Board of the Community Health Center.  Commissioner Houtz said he feels we could review the resume and take this to the Full Board for a recommendation.  There was a motion by Commissioner Vrablic and seconded by Commissioner Hubbard to take the three nominations to the Full Board (Raetta Mirgain, Donna Purvis, and David Smoker).  

Issues – Co-Employer (GELC Contract)

Speaking on behalf of the co-employers, County Clerk Teresa Kubasiak said they would like to go into Executive Session to discuss Co-Employer issues with the GELC Contract.   
Commissioner Vrablic made a motion and Commissioner Hubbard seconded to move to Executive Session to discuss GELC Co-Employer issues. 



10:26 AM



Roll Call Vote:



Commissioner Houtz
Yes



Commissioner Vrablic
Yes



Commissioner Hubbard
Yes



Motion to return to regular session at 11:02 AM

OTHER
Administrator Norman gave an update on the progress in reviewing the retirement plan alternatives.  He said he is continuing the research and gave a summary of the companies that have been contacted with options and what the status is.  There have been a couple of consulting services that have offered to help with the process of choosing a retirement plan but they do charge for the service.  Administrator Norman expects to bring something back in December and may have some recommendations at that time.  There was a general discussion regarding the current John Hancock Retirement Program and their interest in continuing to administer the program.  John Hancock indicated they are no longer interested in providing the administrative services and if they do it will be at an additional cost, but they would continue to administer the plan.  John Hancock is aware we are looking at other retirement programs.  
Administrator Norman said we have a financially healthy retirement program.  The issue that is a disadvantage, in our current economic climate, with John Hancock is the required Minimum Operating Level of 105%.  Some may see this as an advantage as it is an automatic discipline for funding.
Commissioner Hubbard said maybe we are to the point where the other organizations (Maple Lawn, CHC, and Road Commission) should manage their own retirement plans.  Administrator Norman’s recommendation is to advise against this at this time because when we administer all agencies there is an economy of scale and volume discount.

Commissioner Hubbard said we need to stay on top of this issue and continue to discuss and keep well informed of any progress.  He was concerned about discussing this with the other agencies at a meeting last week.  Administrator Norman explained that this was necessary as the agencies made a final decision on the third payment.  Our payment will be presented to the Finance Committee at the next meeting.
Adjourned:
11:15 AM
Submitted by:
Commissioner Jon Houtz


Commissioner Don Vrablic


Commissioner Jerry Hubbard
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