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Operating Supplies 76,197 82,151 71,144 90,513 18.8%
Maintenance and Equipment 9,919 10,957 5,678 7,800 -21.4%
Other Expenses 368,458 372,201 195,215 726,437 97.2%

Total Expenditures

33.1%

$3,538,046 $3,676,353 $3,737,936 @ $4,709,208

Personnel costs (wages plus benefits) make up approximately 82.5 percent of the D.A.’s budget in 2009,
and were as high as 92.2 percent in 2008. “Other expenses,” which include vehicle fuel, professional
services, examination/witness costs, and telephone/communication costs, increase by more than 272
percent in the 2009 budget, due largely to increases in examination/witness costs and the expected cost

of a high-profile capital case.

Projected baseline expenditures — District Attorne

Category

2010
Projected

2011
Projected

2012
Projected

2013
Projected

Growth
)

Salaries and Wages 2,951,408 | 3,043,161 | 3,134,456 | 3,228,489 | 9.4%
Benefits 984,832 | 1,044,615 | 1,108,320 | 1,176,213 | 19.4%
Operating Supplies 92,685 94,910 97,188 99,520 7.4%
Maintenance and Equipment 7,987 8,179 8,375 8,576 7.4%
Other Expenses 744,115 762,268 780,866 799,920 7.5%

11.1%

$4,781,027 | $4,953,133 $5,129,205 $5,312,718

Progress and future challenges

Progress:

e Implementation of Common Pleas Criminal Court Case Management System (CPCMS).
The Commonwealth of Pennsylvania implemented CPCMS to provide integrated case
management, accounting, and reporting functions to common pleas courts. Law enforcement
agencies across the Commonwealth can also access and share defendant information including
case disposition, warrants and arrests, and other information. DA Link, a module of CPCMS,
allows prosecutors to electronically file bills of information. CPCMS also allows the office to
monitor certain performance measures, including the number and type of dispositions, number of
cases pending, and time cases have been pending.

e Bad Check Restitution Program. The Bad Check Restitution Program was established to help
local businesses fully recover restitution. First time offenders can avoid prosecution by attending
a behavior modification class, in addition to paying required restitution.

Challenges:

e Fines and restitution payments are not consistently imposed. Fines can be used as a real
and effective alternative to incarceration, but they are not regularly imposed.

= Central Court. A Central Court was established in 2006 to help increase the speed at which
cases could flow through the justice system. It was designed to assign an Assistant District
Attorney and Public Defender to each case, which would theoretically decrease the number of
trials moving forward in the Court of Common Pleas. However, the number of trials has not
decreased significantly, and in 2009 Central Court was essentially eliminated in favor of the
former system of trials occurring in the magisterial district where the crime took place.
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Initiatives

DAO1. Develop aformal Release on Recognizance (ROR) program with the cooperation of the
Judges and Public Defender’s Office
Status: New
FY2009 Impact: N/A Five-year impact: N/A

DAO2. Establish regular use of fine imposition as an alternative to incarceration

Status: New

FY2009 Impact: N/A Five-year impact: N/A

District Attorney
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Public Defender

Overview

sufficient funds.

Historic Employee Count
2006

Actual

Position
Chief Public Defender

2007
Actual

The Public Defender’s Office consists of the Chief Public Defender, First Assistant Public Defender, 21
Assistant Public Defenders, one Chief Investigator, two Investigators, and six support staff. The office
provides representation in approximately 5,000 cases each year for individuals charged with an indictable
offense or with being a juvenile delinquent and who are unable to obtain legal counsel due to a lack of

2008
Actual

2009
Budget

32

First Assistant Public Defender

33

Assistant Public Defender (FT/PT)

32

Chief Investigator
Investigator

Office Manager

2009

Growth
)

Clerk/Stenographer

Total

Budget data

Salaries and Wages

Historical expenditures — Public Defender’s Office
2006

Actual
1,176,297
308,579
10,432
124

Actual
1,108,934

2008

2007
Actual

284,971
9,767
446
72,905

1,216,891

336,810

9,265
1,213

81,092
1,645,271 | 2,003,787

Budget

3,5
116

1,381,996

490,491
11,000

17.5%
59.0%
5.4%

00
,800

2013

2722.6%
76.2%
28.3%

Growth

%

66,299

1,477,023

9.3%

Benefits
Operating Supplies

1,561,731

2012

Projected

19.7%

2011

7.4%

Other Expenses
Total Expenditures

Category

2010
Projec
1,372
516
11

3,584

Projected
1,413,439
547,839
11,534
3,670

ted
271
, 124

1,455,842
581,648
11,811

3,758

Maintenance and Equipment
Projected baseline expenditures — Public Defender’s Office
Projected
1,499,517

617,693
12,095
3,848

7.4%
7.5%

128,584

125,531

,264
122,550

2,178,590

11.8%

2,261,737

Salaries and Wages
Public Defender

119,640
2,099,032

2,022,883

Benefits
Operating Supplies
Maintenance and Equipment

Other Expenses

108
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Probation Services

Overview

The Luzerne County Adult Probation and Parole Office and Juvenile Probation Office are responsible for
supervising probationers and parolees serving County sentences. County probation officers also prepare
pre-sentence investigations and pre-parole reports. The offices include:

General Supervision Officers. General Supervision Officers have caseloads averaging
approximately 100 offenders, who are monitored by phone, mail, and monthly visits. This unit
does not provide intensive supervision, although the requirements of supervision vary by
offender.

Electronic Monitoring Unit. Officers in the Electronic Monitoring Unit have caseloads of
approximately 50 offenders sentenced to wear ankle bracelets with radio frequency identification
(RFID) chips or GPS capabilities.

Restrictive Intermediate Punishment. The County elected to participate in the
Commonwealth’s Restrictive Intermediate Punishment Program (RIP) in 2008. The fully grant-
funded program is designed for offenders at Level 3 and Level 4 of the Pennsylvania Sentencing
Guidelines who could benefit from drug or alcohol treatment. Offenders sentenced to RIP are
evaluated before being sentenced to treatment and other restrictive sanctions, including
monitoring, house arrest, work release programs, and halfway houses. One officer is assigned to
the RIP Program.

Institutional Parole Unit. Officers in this unit supervise offenders in prison anticipating release
on parole. Officers maintain caseloads of approximately 175 inmates.

Transfer Unit. Two officers process cases of offenders who live outside the County and liaise
with other counties during extradition proceedings.

Intake Unit. Three officers perform administrative tasks and assessments before referral to
general supervision. These officers are also responsible for minimal supervision of offenders in
ARD.

Pre-Sentence Investigation Unit. Six officers perform pre-sentence investigations upon plea or
conviction. The officers interview offenders and prepare reports detailing important information
used by judges for sentencing.

Historic Employee Count

Position 2007

Director 0 1 1 0
D|re(;tor of Administrative 1 1 ot 0
Services

Fiscal Officer 1 1 1 0
D_eputy Chief/Deputy 4 3 3 >
Director

Supervisor 11 11 10 7
Probation/Parole Officer 56 53 56 44
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Juvenile Probation Officer 24 32 31 30
Restitution Officer 1 2 2
Executive Secretary 3
Clerk/Admin. 35 36 36 30
Solicitor/Asst. Solicitor 2 0 0 0
Total 139 143 143 118

"Director of Administrative Services transferred to Courts 1/1/2008

Budget data

Historical expenditures — Probation Services
c 2006 2007 2008 2009 Growth
ategory Actual Actual Actual Budget %

Salaries 6,192,496 | 6,220,099 | 6,534,770 | 6,092,204 -1.6%
Benefits 1,293,917 | 1,405,888 | 1,437,370 | 1,897,126 | 46.6%
Supplies 58,366 39,156 46,708 50,000 -14.3%
Maintenance 21,415 50,921 31,959 52,410 144.7%
Juvenile 11,137,827 | 10,876,769 | 7,974,293 | 6,500,000 | -41.6%
Placements

Other 268,038 210,312 313,365 426,117 59.0%

18,972,059

18,803,145

Projected baseline expenditures — Probation Services

16,338,465

15,017,857

AR

Category 2010 2011 2012 2013 Growth
Projected Projected Projected Projected

Salaries $6,049,333 $6,230,813 $6,417,737 $6,610,269 9.3%

Benefits $1,991,757 $2,111,771 $2,239,625 $2,375,852 19.3%
Supplies $51,200 $52,429 $53,687 $54,976 7.4%

Maintenance $53,668 $54,956 $56,275 $57,625 7.4%

Juvenile

Placements $5,200,000 $5,200,000 $5,200,000 $5,200,000 0.0%

Other $435,266 $444,649 $454,272 $464,142 6.6%

$13,781,224

$14,094,618

$14,421,596

$14,762,864

Progress and future challenges

Progress:

= Drug Treatment Court. The County opened its Drug Treatment Court in 2006. The Court is
staffed by two probation officers, and treatment is provided by Catholic Social Services, a
nonprofit organization. The Drug Court offers 18-month diversionary treatment programs that
allow non-violent offenders to avoid jail time if they can complete treatment and remain drug-free.

According to a 2008 report completed by Glacier Consulting, Inc, the Drug Court had saved an
estimated $1.72 million by avoiding the cost of imprisoning non-violent offenders convicted on

drug charges.
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DUl Unit functions transferred to Catholic Social Services. The County took over
management of the DUI program from Catholic Social Services in 2007, but in 2009 the function
was transferred back to the non-profit organization when it was discovered that funds were
missing from the account of the program. The Probation Officer positions hired to run the
program were eliminated, and the program is now fully funded by fees paid by offenders.

Challenges:

Recent budget cuts. 25 positions were cut from the 2009 budget, and total expenditures were
reduced by approximately $1.3 million over 2008 actuals. Of the 25 positions cut, 12 were adult
probation/parole officers. Six clerical positions were eliminated.

Halfway house commitment controversy. After it was discovered that placements to a Wilkes-
Barre halfway house were being ordered without the knowledge of sentencing judges, the
President Judge suspended commitments pending a review of the facilities and sentencing
process. A functioning halfway house with quality programs offers judges alternative sentences
that keep drug and alcohol-addicted offenders out of the County prison and allows them to
receive treatment and reentry assistance.

Initiatives

PBO1.

Consider Use of Standardized Risk-Based Supervision
Status: New
FY2009 Impact: NA Five-year impact: NA

As the County and its courts continue to evaluate Probation Services, an increased use of risk-
based supervision levels should be considered. If standardized assessments of offenders’ risk
to the community were developed, county probation officers could provide more intensive levels
of supervision to more dangerous offenders while decreasing supervision levels for offenders
posing little risk.

This model has been used successfully in Philadelphia and New York City, and increasingly in
other communities across the country.

Philadelphia, Pennsylvania. Philadelphia’s Adult Probation and Parole Department (PAPPD)
has experimented with low risk supervision and studied its impact on re-arrest.

The Department partnered with the University of Pennsylvania to develop a statistical model
using local data to predict the risk of re-arrest. In a recent experiment, APPD created two pools
of low-risk offenders — a control group and experimental group — utilizing low-risk supervision
with the experimental group and traditional supervision with the control group. The
experimental group, for example, averaged one office contact every three months, while
offenders in the control group averaged 2.4 office visits every three months. Offenders in the
experimental group were also less likely to be tested for drugs during the trial period

The results of the experiment showed that there was no statistically significant difference in the
number of failures (arrests or warrants) of the low risk offenders supervised in the low risk
caseloads and those in the control group.

New York City, New York. New York City’s Department of Probation installed a series of
kiosks throughout the City designed to allow low-risk probationers to check in and provide
information without deploying human resources, allowing the Department to increase its focus
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on higher-risk offenders. The program started in limited scope in the mid-1990's and was
expanded significantly in 2003 to include all low-risk probationers under community
supervision.

In July 2007, a study was conducted by the JFA Institute to determine whether the benefits of
automated probationer reporting outweigh the risks to the community. The results showed that
while failures to report (FTRS) increased overall, two-year re-arrest rates decreased from 52
percent to 47 percent for high-risk probationers and from 31 percent to 28 percent for low-risk
probationers. The overall crime rate in the city declined during and after implementation of the
kiosk system.

While Luzerne County may not have the resources to invest in probation kiosk technology, the
New York City example shows that low-risk supervision can allow a probation office to focus its
limited resources on probationers posing the highest risk and still maintain or improve re-arrest
rates among both high- and low-risk probationers.

If the County implements risk-based supervision methods, it is expected that the net cost of
probation services would not change immediately. Over time, it is possible that overall savings
could be achieved as resources are more efficiently allocated according to risk.

PB02. Implement Clear Policies and Programs Designed to Maximize Collections
Status: New FY2009 Impact: $0 Five-year impact: $530,448

Fines should be considered as a real and significant alternative to incarceration, but require
more aggressive efforts at collection. Centralized collection is a positive first step, but there
also need to be clear policies and programs designed to maximize collections including timely
referral to collection agencies and aggressive follow up.

In 2005 the Texas State Legislature mandated a fine collection program in the majority of
county and municipal courts. According to data from the Texas Office of Court Administration,
counties participating in the program have — on average — seen collection rates grow from 36
percent to 66.4 percent. One of the most dramatic increases occurred in El Paso County,
which in 2005 had a population of 679,622 and a poverty rate of 29.2 percent. Between 1998
and 2005, using the model program, El Paso County’s collection rate went from 12 percent to
84 percent.

The components of the program include:?

= Staff dedicated exclusively to collection activities.

= Expectation that all court costs, fees and fines are generally due at the time of
sentencing or pleading.

= Defendants unable to pay in full on the day of sentencing are required to apply for an
extension of time.

= Application information is verified and evaluated to establish an appropriate payment
plan for the defendant.

= Payment plans are usually strict (e.g. 50% of the total amount due must be paid within
48 hours; 80% within 30 days; and 100% within 60 days)

! The JFA Institute, Innovations in Probation: Assessing New York City's Automated Reporting System.
http://www.nyc.gov/html/prob/downloads/pdf/kiosk_report_2007.pdf

2 Texas Office of Court Administration, OCA Model Court Collections Program Components at
http://www.courts.state.tx.us/oca/collections/modelcomp.asp.
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= Alternative enforcement options (e.g., community service) are available for those who
do not qualify for a payment plan

= Defendants are closely monitored for compliance and action is taken promptly for non-
compliance.

= A county or city may contract for collection services on delinquent cases

= Application of statutorily permitted collection remedies, such as programs for non-
renewal of driver’s license or vehicle registration

= [Issuance and service of warrants, as appropriate

Budgeted revenue from court costs and fines is $480,000 for FY2009. The County should
establish aggressive goals for collection rates and implement a program based on programs
used in Texas to increase collections by at least 10 percent each year.

The savings estimates below reflect the difference between flat revenue growth and a ten
percent annual increase.

Fiscal Impact

FY2009 FY2010 FY2011 FY2012 FY2013 Total
Discount % 100% 0% 0% 0% 0% 0%
Fiscal Impact $0 $48,000 $100,800 $158,880 $222,768 $530,448

PB03. Consider Creating a Targeted Reentry Program
Status: New
FY2009 Impact: $0 Five-year impact: $4,500,000

The County needs a targeted reentry program with specialized staff, focusing on employment,
housing and access to substance abuse and mental health services. Addressing reentry
issues would reduce crime and demand on scarce and costly jail space.

Snapshot data suggest that approximately 21.8% of offenders in the County prison are there
because of their failure to comply with terms of parole or probation. In Pennsylvania, 46% of
offenders returning to their community from prison are re-incarcerated within three years.3
Thus, reducing parole failures through a formal reentry policy and program could both reduce
local prison population and crime in Luzerne County.

Reentry for offenders returning to the community is often difficult due to limited access to
employment opportunities and housing and the need on the part of many offenders for access
to substance abuse and mental health services. Increasingly, however, there is evidence that
supportive programs for returning offenders can have a significant impact on reincarceration
and thus on local jail population.

For example, a recent paper for the Brookings Institution by Harvard Professor Bruce Western
concluded that “transitional employment for up to six to twelve months immediately after prison
release is associated with reduced recidivism and increased employment, at least for the first

3 http://www.cor.state.pa.us/stats/lib/stats/recidivism.pdf
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né

year or two after release.” Two programs resulted in reductions in new arrests of close to

twenty percent.

A reentry program might consist of simply connecting offenders exiting the prison with whatever
employment, social service, substance abuse, housing, and other resources currently exist in
the local community. The program might also identify specific needs going forward, but
enhanced coordination and collaboration — in the absence of actual County-initiated
programming now — should produce positive results on recidivism and jail bed use.

Cities like Philadelphia and Indianapolis have created specific Reentry Coordinator positions.
Counties across the country have created reentry task forces.

The federal government is also beginning to fund coordinated and collaborative efforts to
reduce recidivism under the Second Chance Act. In April 2008, President Bush signed the
Second Chance Act of 2007. The law creates funding authority for a series of demonstration
projects for adult and juvenile offenders returning to their community from prison. The federal
government would provide up to fifty percent of the cost of efforts consistent with
comprehensive reentry plans. Funding is authorized for reentry courts, drug treatment
programs, job training and mentoring and would be provided through the Departments of
Justice and Labor. In addition, the law provides for the Attorney General and the Director of the
Bureau of Prisons to establish a Federal Offender Re-entry Initiative.

President Obama has proposed increasing funding for Second Chance Act grants from $25
million in FY 2009 to $212 million in FY 2010.

A twenty percent reduction in the number of beds allocated to parole violators — based on the
shapshot data referenced above — would reduce demand by approximately 37 beds. Based on
current per inmate per day cost of $88, the potential savings over the course of a year would be
approximately $1.2 million. These savings, of course, would be offset by the costs of any new
program. Even if a formal reentry program required a county contribution of $200,000, annual
savings could be $1.0 million.

Fiscal Impact

FY2009 FY2010 FY2011 FY2012 FY2013 Total
Discount % 100% 50% 0% 0% 0% 0%
Fiscal Impact $0 $500,000 $1,000,000 | $1,000,000 | $1,000,000 | $3,500,000

4 www.brookings.edu/~/media/Files/rc/papers/2008/12_prison_to_work_western/12_prison_to_work_western.pdf
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Prothonotary

Overview

The Prothonotary is the Clerk of the Common Pleas Court and maintains records of all civil procedures
before the courts, is a signatory to all writs and processes/lawsuits, and files copies of all processes and
records.

The Prothonotary receives bail in civil actions, enters judgments at the instance of plaintiffs, and, upon the
confession of defendants, signs all judgments and takes the acknowledgements of satisfaction of
judgments or decrees entered on the records of the Court. The Prothonotary is responsible for records
including the minute book for the Court of Common Pleas, argument and trial lists, and other similar
records. The office also issues U.S. passports and maintains naturalization records. While the office is
not required to issue passports by law, it is believed that the associated costs of issuance are consistently
recovered. ldentical services are offered at three United States Postal Service locations in the County:
Wilkes-Barre, Nanticoke, and Dallas.

The Prothonotary maintains a second office in Hazleton. The office is kept open five days per week, but
the Prothonotary does have the flexibility to close the office when staff resources are not available. One
full-time position currently staffs the Hazleton office.

Historic Employee Count

The Office’s headcount has been reduced from 23 in 2006 to 19 in 2009. Three Clerk positions were
eliminated as a result of recent County layoffs.

Position 2006 2007 2008 2009
Budget
Prothonotary 1 1 1 1"
Deputy Prothonotary 1 1 1 1
Clerk/Clerk Typist 15 14 13 10
Cashier 3 3 3 3
Bookkeeper 1 2 2 2
Administrative Assistant 1 1 1 1
Microfilm Technician 1 1 1 1
Total 23 23 22 19

While the Prothonotary position is included in the 2009 budget, the position is currently vacant. The Deputy
Prothonotary continues to serve as acting Prothonotary until a new Prothonotary is elected.
Budget data
Salaries and wages were reduced by $131,512 in the FY2009 budget as a result of County layoffs. Non-
personnel cost increases budgeted in 2009 are largely a result of the Office’s responsibility to process

property assessment appeals, and include increases in postage, printing, and payments to arbitrators.

Historical expenditures — Prothonotary Department

2006 2007 2008 2009 Growth
Actual Actual Actual Budget %
General Fund Expenditures
Salaries and Wages 605,517 581,837 676,822 545,310 -9.9%
Benefits 231,962 192,934 250,871 228,899 -1.3%
Five Year Financial Plan Prothonotary
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Operating Supplies 56,723 57,241 51,352 60,000 5.8%
Maintenance and Equipment 33,576 0 0 21,500 -36.0%
Other Expenses 80,444 87,023 62,956 103,180 28.3%
Total Expenditures $1,008,222 $919,035 $1,042,002 $958,889 | -4.9%
|

Prothonotary Automation Fund Expenditures (502)

Salaries and Wages 0 0 0 23,002 NA
Benefits 0 0 0 14,160 NA
Operating Supplies 6,411 29,675 10,563 15,000 134.0%
Maintenance and Equipment 0 0 (2,273) 27,500 NA
Other Expenses 0 0 0 43,500 NA

Total Expenditures $6,411 $29,675 $8,289 $123,162 | 1821.2%

Projected baseline expenditures — Prothonotary’s Office(General Fund

Category 2_010 2_011 2_012 2_013 Growth
Projected Projected Projected Projected %

Salaries and Wages $541,299 $557,538 $574,264 $591,492 9.3%
Benefits $241,385 $256,493 $272,609 $289,800 20.1%
Operating Supplies $61,440 $62,915 $64,425 $65,971 7.4%
Maintenance and

Equipment $22,016 $22,544 $23,085 $23,639 7.4%
Other Expenses $105,841 $108,388 $110,995 $113,666 7.4%

$971,981 $1,007,878 $1,045,378 $1,084,568 | 11.6%

Progress and future challenges
Progress:

e Installation of Peachtree accounting software. Peachtree is an integrated Accounts
Payable/Accounts Receivable accounting system that enables the office to enter transactions in
one system rather than using separate books and inputting transactions manually. The office
reports that the new system has reduced staff time and increased accounting accuracy.

e Increased employee cross-training. Like many County departments, the Prothonotary’s Office
has experienced staff reductions and is unable to utilize per-diem employees. The office has
increased its focus on employee cross-training to enable more effective coverage.

e Began record imaging process. The office began a document imaging process in 2005, and
has been able to scan new documents as they are produced. Older files for cases that are
appealed are also scanned, but the office has not been able to create electronic copies of pre-
2005 case files for cases that have not been appealed.

e Processed approximately 1,000 tax assessment appeals in 2008. The Prothonotary’s Office
is responsible for scheduling tax assessment appeals for arbitration. Despite not being funded for
the additional work this responsibility creates, the office was able to schedule and process
approximately 1,000 appeals in the second half of 2008 and has already scheduled
approximately 500 in January of 2009 alone. The office documents all appeals received and
scans and mails each notice. These appeals are likely a cyclical demand related to the first
reassessment in decades, and can be expected to decrease in number significantly after 2010.
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Challenges:

Tax assessment appeal processing. The office is likely to see significant numbers of tax
assessment appeals in 2009 and 2010. This new responsibility will significantly increase the
office’s workload. As mentioned, this is likely a temporary (two year) spike in demand and
permanent resources should not be added.

County records management. The County was able to use half of the revenue generated
through a $2 charge on each document filed by the Recorder of Deeds to fund a records
improvement initiative.  Space is rented at the Thomas C. Thomas building on North
Pennsylvania Avenue in Wilkes-Barre, and a consultant was hired to manage moving and filing
archived public records. However, the Records Improvement Fund was depleted, and the project
is currently unfunded. The building is not climate controlled, and without outside contractors the
County does not have staff to properly organize files.

Increased volume. Given the state of the economy and the County’'s property tax
reassessment, the Office has seen increased volume in mortgage foreclosures, credit card filings,
and tax assessment appeals. In 2004, the Office filed approximately 9,000 cases. In 2008, that
number increased to 18,274.

New responsibilities. The Office recently adopted two new responsibilities formerly held by the
Office of the Clerk of Courts: reporting protection from abuse orders to the State Police and filing
contempt of court orders. No additional staff was added to manage these duties.

Initiatives

XXO01.

Create a consolidated Clerk of Judicial Records Office
Status: To be completed
FY2009 Impact: NA Five-year impact: NA

The Prothonotary’s Office shares similar duties with other row offices, including the Clerk of
Courts, Register of Wills, and Recorder of Deeds. There are significant savings opportunities in
consolidation of these offices, as duplicative positions can be eliminated and processes
streamlined. However, establishment of a Home Rule Charter is a prerequisite.

Many other counties in Pennsylvania have a similar row office structure, however a number
have combined court clerk (civil and criminal) offices and Allegheny County has consolidated all
row offices with the exception of just four: Controller, District Attorney, Sheriff, and Treasurer.

Lackawanna County — Clerk of Judicial Records. Lackawanna County’s Clerk of Judicial
Records serves the combined functions of Prothonotary and Clerk of Courts. The Civil Division
maintains liens, judgments, and civil and equity files. It also collects filing fees, issues receipts,
and certifies court seals. Lackawanna County does not issue passports. The Criminal Division
has duties similar to those of the Clerk of Courts in Luzerne County.

Allegheny County — Department of Court Records. In 2005, Allegheny County voters
approved a consolidation of several row offices, including those of the Prothonotary, Clerk of
Courts, and Register of Wills. The three offices were combined into the Department of Court
Records, and services were maintained while the County was able to eliminate positions and
generate savings through efficiencies and new economies of scale. Currently, Allegheny
County has just four row offices.
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Lehigh County — Clerk of Judicial Records. Lehigh County’s Clerk of Judicial Records
Office maintains both civil and criminal records. The two functions were merged in 1978 with
the establishment of the County’s Home Rule Charter.

Northampton County — Department of Court Services. Lehigh County’s Department of
Court Services houses traditional Prothonotary, Clerk of Court, Register of Wills, and Recorder
of Deeds functions.

XX02. Complete the document imaging process and organization of archival records
Status: To be completed
FY2009 Impact: NA Five-year impact: NA
The Prothonotary’s Office started scanning new documents in 2005, and continues to scan new
filings and those for cases that are appealed. The Office should partner with other County
offices with imaging needs, including the Clerk of Courts, to develop a single document imaging
program (See initiative PRO6).
In addition, the County should establish a single records management/curator position at the
leased Thomas C. Thomas facility. Currently, each office is responsible for managing its own
files.

XX03. Subscription charge for automated solution process
Status: To be completed
FY2009 Impact: NA Five-year impact: NA
The office does charge a fee for online subscriptions to Prothonotary’s Dockets, however
volume is very low. The vast majority of attorneys still request paper copies of filings. Berks
County makes filings available online via a $300 subscription charge. Information on
subscribing to Berks County’s Remote Access Docketing (RAD) service is prominently featured
on the County’s website.
The Prothonotary’s Office could initiate a joint effort with the Clerk of Courts to make civil and
criminal filings available with a single subscription. The local bar association is also a potential
partner to increase awareness of the available service. Greater use of an automated retrieval
system could substantially reduce staff time.

XX04. Create online options to file and view records electronically
Status: To be completed
FY2009 Impact: NA Five-year impact: NA
While a subscription option is available to view electronic filings, there is currently no online
filing service. Montgomery County recently implemented a pilot program in which attorneys
have the option (but are not required) to submit filings and pay associated fees via the internet.
The Montgomery County Prothonotary’s Office claims initial efforts have been successful, and
that hundreds of filings have been successfully submitted through the entirely paperless
process.

XX05. Close the Hazleton Office
Status: New
FY2009 Impact: TBD Five-year impact: TBD
The Hazelton Office is generally open five days per week to provide all of the services available
in the Wilkes-Barre office. While convenient for County residents in southern Luzerne County,
given fiscal constraints the Hazleton office should be closed to maintain a full staffing
complement in Wilkes-Barre and reduce travel costs.
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Consolidate County document imaging programs
Five-year impact: NA

XXO06.
Status: New

FY2009 Impact: NA
Both the Clerk of Courts and Prothonotary’s Offices have document imaging programs.

However, they do not coordinate efforts and each uses unique software. These offices, and
any other County offices with imaging needs, should coordinate through a centralized imaging

program managed by the Information Technology Department.

Prothonotary
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Clerk of Courts

Overview

The Clerk of Courts is an independently elected office. In addition to the office holder, there are 17 full-
time staff members that carry out the functions of the office. The office recorded an estimated 8,000
cases in 2008.

The Clerk of Courts is responsible for:

= Records maintenance. Maintains all records processed through the Criminal Court System.

= Road Dockets. Maintains road dockets for all municipalities in the County; road dockets must be
filed whenever a municipality opens or closes a road.

Historic Employee Count

Positions 2006 2007 2008 2009
Actual Actual Actual Budget
Clerk of Courts 1 1 1 1
Deputy Clerk of Courts 1 1 1 1
Microfilm Technician 1 1 1 1
Administrative Asst. 2 2 2 2
Clerk 13 14 15 12
Solicitor (PT) 1 1 1 1
Total 19 20 21 18

Budget data

Historical expenditures — Clerk of Courts

2006 2007 2008 2009  Growth
Actual | Actual @ Actual Budget %

General Fund
Salaries and Wages 548,886 | 491,229 | 569,970 | 500,705 -8.8%
Benefits 130,822 | 184,140 | 175,171 | 248,809 90.2%
Operating Supplies 38,084 22,836 18,516 18,000 -52.7%
Maintenance and Equipment 662 599 271 1,350 103.9%
Other Expenses 43,937 70,691 86,098 98,170 123.4%

$762,391 | $769,496 $850,026 | $867,034

Total Expenditures

Clerk Of Courts Automation Fund
Rental Expenses 6,005
$6,005

1099.0%
1099.0%

4,060
$4,060

7,500
$7,500

72,000
$72,000

Total Expenditures
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Category

Projected baseline expenditures — Clerk of Courts

2010

Projected

2011
Projected

2012
Projected

2013
Projected

Growth
)

Salaries and Wages 505,125 520,279 535,887 551,964 9.3%
Benefits 263,003 279,791 297,709 316,835 20.5%
Operating Supplies 18,432 18,874 19,327 19,791 7.4%
Maintenance and Equipment 1,382 1,416 1,450 1,484 7.4%
Other Expenses 92,352 94,586 96,875 99,219 7.4%

880,294

914,946

951,248

989,293

Progress and future challenges

Progress:

= Installation of the State’s Common Pleas Criminal Court Case Management System
(CPCMS). In December of 2006, Luzerne County’s criminal court began using the
Commonwealth of Pennsylvania’'s CPCMS system. CPCMS provides case management,
accounting, and reporting functions, and allows statewide sharing of case information.

= Began document imaging process. The office upgraded its imaging system and began using
docSTAR, a digital imaging software suite.

Challenges:

= Thin courtroom coverage. The office is currently staffed with five Courtroom Clerks. When all
Judge positions are filled, there are a total of 12 Judges, meaning that each Clerk must cover at
least two Judges. However, the office appears to be managing the workload sufficiently with
current staffing levels.

Initiatives

CCO01. Create aconsolidated Clerk of Judicial Records Office — Dependent on Home Rule
Status: New

FY2009 Impact: NA

Five-year impact: NA

The Clerk of Courts Office shares similar duties with other row offices, including the
Prothonotary, Register of Wills, and Recorder of Deeds. There are significant savings
opportunities in consolidation of these offices, as duplicative positions can be eliminated and
processes streamlined. To fully consolidate the offices, the County would first have to establish
a Home Rule Charter.

Many other counties in Pennsylvania have a similar row office structure, however a number
have combined court clerk (civil and criminal) offices and Allegheny County has consolidated all
row offices with the exception of just four: Controller, District Attorney, Sheriff, and Treasurer.

Lackawanna County — Clerk of Judicial Records. Lackawanna County’s Clerk of Judicial
Records serves the combined functions of Prothonotary and Clerk of Courts. The Civil Division
maintains liens, judgments, and civil and equity files. It also collects filing fees, issues receipts,
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and certifies court seals. The Criminal Division has duties similar to those of the Clerk of
Courts in Luzerne County.

Allegheny County — Department of Court Records. In 2005, Allegheny County voters
approved a consolidation of several row offices, including those of the Prothonotary, Clerk of
Courts, and Register of Wills. The three offices were combined into the Department of Court
Records, and services were maintained while the County was able to eliminate positions and
generate savings through efficiencies and new economies of scale. Currently, Allegheny
County has just four row offices.

Lehigh County — Clerk of Judicial Records. Lehigh County’s Clerk of Judicial Records
Office maintains both civil and criminal records. The two functions were merged in 1978 with
the establishment of the County’s Home Rule Charter.

Northampton County — Department of Court Services. Lehigh County’s Department of
Court Services houses traditional Prothonotary, Clerk of Court, Register of Wills, and Recorder
of Deeds functions.

While full legal consolidation of all or part of the functions of the Clerk of Court and the
Prothonotary are not possible without change to the County’s Charter, the offices can work
together to support each other, jointly manage similar work and eliminate redundancies simply
by agreeing to do so.

CC02. Consolidate County document imaging programs
Status: New
FY2009 Impact: N/A Five-year impact: N/A
Both the Clerk of Courts and Prothonotary’s Offices have document imaging programs.
However, they do not coordinate efforts and each uses unique software. These offices, and
any other County offices with imaging needs, should coordinate through a centralized imaging
program managed by the Information Technology Department.
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Register of Wills

Overview

Article 1X, Section 4 of the Pennsylvania Constitution and the Pennsylvania County Code provide an
elected Register of Wills and Clerk of the Orphan’s Court in each third class county. As with most
counties in the Commonwealth, the Register of Wills and Clerk of Orphan’s Court is a dual department
function in Luzerne County.

Divisions and functions include:

Probate of Wills. The primary role of the Office is to determine whether each document filed for
probate in Luzerne County should be treated as the last will of the decedent. Should a dispute
arise, the Register of Wills acts in a quasi-judicial capacity and is empowered to hold hearings
and render decisions regarding how the administration of the decedent’s estate should proceed.

Clerk of Orphan’s Court. The Office is responsible for proceedings relative to the estates of
those who are believed to be unable to manage their own affairs. In addition, the Office
maintains the docket and files for adoptions, guardianships, and other issues considered by the
Orphan’s Court judge.

Marriage Licenses. The Office takes applications for and issues all marriage licenses in
Luzerne County.

Inheritance Tax Collection. The Register of Wills for Luzerne County is the sole collection
agent for the Pennsylvania Department of Revenue for any inheritance tax due from the estatesof
decedents who resided in the County.

Management of Records. The Register of Wills maintains ad infinitum records on wills, estate
inventories, fiduciary accounts, and inheritance tax payments.

Historic Employee Count

Position 2006 2007 2008 2009
Actual Actual Actual Budget
Register of Wills 1 1 1 1
Deputy Register of Wills 1 1 1 1
Assistant Clerk and Solicitor 1 1 1 1
Deputy — Hazleton Office 1 1 1 1
Bookkeeper 1 1 1 1
Microfilm Technician 1 1 1 1
Clerk 5 5 5 3
Administrative Assistant 1 1 1 1
Total 12 12 12 10
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Budget data

Historical expenditures — Register of Wills

2006

2007

2008

2009

Growth

Category Actual Actual Actual Budget %
Salaries and Wages 371,186 340,271 369,507 290,289 -21.8%
Benefits 120,104 146,176 115,881 145,919 21.5%
Operating Supplies 3,737 3,981 2,635 4,000 7.0%
Maintenance and Equipment 2,616 3,357 0 200 -92.4%
Other Expenses 16,833 15,493 19,116 27,406 62.8%

Category

514,476

Projected baseline expenditures — Register of Wills

2010
Projected

509,278

2011
Projected

507,139

2012
Projected

467,814

2013
Projected

-9.1%

Growth
%

996,317

1,024,970

1,054,590

Salaries and Wages 202,797 208,881 215,147 221,602 9.3%
Benefits 84,787 90,067 95,699 101,705 20.0%
Operating Supplies 3,686 3,775 3,865 3,958 7.4%
Maintenance and Equipment 7,373 7,550 7,731 7,916 7.4%
Other Expenses 669,946 686,044 702,528 719,409 7.4%

Revenue

968,589

The Register of Wills collects the Justice Courts pass-through fee on behalf of the Commonwealth.

In 2004, the Court of Common Pleas authorized an increase of the automation fee from $5 to $10. The
automation fee was originally introduced in 1999 to support the Office’s planned implementation of new
technologies. In addition, the court approved the Register of Wills’ request to levy this fee on all services
processed by the Office (marriage licenses, estates, and incapacitated persons’ estates). This fee had
previously been levied only on estates.

Revenue from the Automation Fee is maintained in a separate Automation Fund. Revenue from the fee
totaled $33,370 in FY2008. An expenditure of $122,000 for computer equipment is budgeted in the fund
in FY2009, the first such expenditure since 2004.

Progress and future challenges

Progress:

With the increased automation fee, the Register has paid back the loan that financed its computerization,
and implemented the automated document imaging system. It has made progress in employee cross-
training to improve the productivity of its staff.

Challenges:

With a steady walk-in business, the Register's office needs personnel available to manage citizen
requests. However, with a small and senior staff, the full complement is not always available given the
amount of leave time the staff has accumulated. This has caused scheduling headaches for the Register.
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Initiatives

RWO01. Consider Reducing Public Access Hours
FY2009 Impact: NA

Five-year impact: NA

Given frequent absences of senior staff due to accumulated leave, the Register should
consider reducing the hours the office is open to the public in order to better manage its work
and free more time for the officeholder and senior staff to apply to substantive tasks. The
Register should consider closing to the public on Mondays and/or Fridays as an initial trial.
Employees would still be required to complete their full work schedule, but reduced counter
time should increase the ability to complete the required work with the existing staff

complement.

Register of Wills
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e Autopsy facilities.

The County currently uses facilities at Wilkes-Barre General Hospital for

autopsies. The hospital does not charge a fee to the County for this use. However, the hospital
is for sale and will likely be owned for profit in the near future. This change in ownership could
potentially jeopardize the arrangement, and the new owners could begin charging the County for

the use of hospital facilities.

Coroner
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Road and Bridge

Overview

The Luzerne County Road & Bridge Department (LCRB) consists of five road crews, one bridge crew,
and a warehouse crew. The Department is responsible for maintaining approximately 127 miles of
roadway and 360 bridges; it also supports the County’s vehicle and heavy equipment fleet.

In prior years, County road crews typically included 5 personnel — one Foreman, two Truck Drivers, and
two Equipment Operators - responsible for maintaining approximately 24 miles of highway. One crew is
assigned to each of five locations: Mountaintop, Drums and Dorrance on the east side of the
Susquehanna River, and Dallas and Hunlock Creek on the west side. With recent budget cuts, several
crews are operating with four employees.

The three-person bridge crew cares for the 360 County bridges. During winter operations, the bridge
crew is also responsible for plowing the Hanover Industrial Park (approximately 7 miles of roadway), 5
sidewalks crossing major Susquehanna River Bridges, and seven smaller County bridges that have
concrete sidewalks.

The LCRB also performs emergency work for the Luzerne County Engineer’s Office on behalf of and as
directed by the Luzerne County Commissioners. In cases where emergency work is performed such as
snow removal and flood preparation, when possible the LCRB utilizes prisoners from the work release
program at the Luzerne County Correctional Facility.

The Warehouse Crew consists of mechanics, supervisors, and truck drivers and is mainly responsible for
maintaining the County’s fleet.

The services of the Department are mandated through the County’s acceptance of liquid fuels tax
revenue.

Historic Employee Count

Title 2006 ‘ 2007 2008 2009
Budget
Supervisor 3 3 3 2
Executive Secretary 1 1 1 1
Foreman 5 5 5 5
Truck Driver 15 12 12 11
Equipment Operator 11 11 9 9
Maintenance Repair Staff 3 2 2 2
Laborer 0 2 0 0
Mechanic 3 3 4 3
Total 41 39 36 33
Facilities

= 127 Miles of Roadway

= 166 passenger vehicles and 101 non-passenger vehicles (trucks, trailers, and heavy equipment) are
maintained by the Department. Fleet facilities are housed in the warehouse on Reichard Street in
Wilkes-Batrre.
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= 310 Bridges, 296 of which are currently open to traffic. The table below shows the number of open

bridges by span and age:

Bridge Age (in years)

Span (feet) <25 25t049 50to74 75t099 100+ No Data Total
Less than 10 15 1 0 89 4 15 124
10to 20 6 2 6 68 2 12 96
Greater than 20 15 10 11 31 8 1 76
Total 36 13 17 188 14 28 296

Bridges greater than 20 feet in span are eligible for federal bridge replacement funding.

Budget data

Historical expenditures — Roads and Bridges

Total Expenditures

$2,045,860 $2,485,352 $2,124,951 $3,103,145

2006 2007 2008 2009 Growth
Actual Actual Actual Budget %

Salaries & Wages $1,171,579 | $1,043,835 | $1,085,590 | $1,138,688 | -2.8%
Overtime $137,289 $146,711 $77,740 $141,000 2.7%
Benefits $285,521 $329,851 $387,258 $533,179 | 86.7%
Operating Supplies $30,409 $23,824 $5,755 $22,055 -27.5%
Utility Service $27,499 $29,371 $32,089 $43,610 58.6%
Engineering/Architectural $312,874 | $811,503 | $483,446 | $1,084,012 | 246.5%
Professional Services
Other Expenses $80,689 $100,257 $53,072 $140,601 | 74.3%

51.7%

« Personnel — Even after recent staff reductions, employee compensation and benefits comprise
almost 60% of the department’s total expenditures in the 2009 budget.

o Engineering/Architectural Professional Services — Professional services are one of the key
drivers of cost for the County, almost 35% of the expenditures in 2009 are budgeted for this category.

Projected baseline expenditures — Roads and Bridges

Category

2010

2011

2012

2013

Projected

Projected

Projected

Projected

Salaries & Wages $1,130,675 $1,164,595 $1,199,533 $1,235,519 9.27%
Overtime $140,008 $144,208 $148,534 $152,990 9.27%
Benefits $562,291 $597,501 $635,057 $675,120 20.07%
Operating Supplies $22,584 $23,126 $23,681 $24,250 7.37%
Utility Service $52,735 $54,005 $55,309 $56,647 7.42%
Engineering/Architectural | o) 114 078 | $1,136,669 | $1,163,949 | $1,191,884 | 7.37%
Professional Services

Other Expenses $144,216 $147,926 $151,732 $155,637 7.92%

10.42%

$3,162,538

$3,268,031

$3,377,795

$3,492,047
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Progress and future challenges
Pay structure for positions is not competitive with private industry. This makes it difficult to retain
existing employees and hiring has been a challenge. District road crew personnel has been reduced

Challenges:
Increasing budgetary constraints have forced the Department to skip needed road and bridge

n
because of vacancies.
replacement and maintenance.
Liquid Fuels tax revenue is difficult to project, creating challenges in roadway maintenance

scheduling. Gaps in funding are filled by the General Fund. Recent trends have shown that overall
growth in highway and road construction costs (as measured by PPI indices) has surpassed that of

4

[ |
the County’s Liquid Fuels Tax revenue since 2004. In 2008, the County received just $767,381 in PA
Liquid Fuels Tax revenue, compared with $1.3 million in 2007.
PA Liquid Fuels Revenue (Luzerne County Only)
Indexed to 2004 Actuals

Highway and Street Construction Producer Price Index (PPI) vs.

160
150
— Highway and Street Construction PPI
140 — Liquid Fuels State Revenue /
130 /
120 /
110 / /A\
100 \\/ \
20 \
80 \
70 N
60 T T ‘
2004 2005 2006 2007 2008
Sources: U.S. Bureau of Labor Statistics, Luzerne County Budget.
Note: Liquid Fuels State Revenue is the state revenue received by Luzerne County in the Liquid Fuels Fund
Five-year impact: NA

Initiatives
Implement a Road Replacement Cycle
Status: To be completed from 2004 Plan
Funds should be included through the general fund, liquid fuels fund or the capital improvement
funds in order to make sure that roads are replaced in a timely fashion. A schedule will define
and separate the county’s roads into manageable spans. Each year an equal number of roads

RBOL1.
FY2009 Impact: NA
will be fixed and repaved so that every road is replaced once every 12 years, the estimated

Road and Bridge

useful life of a road.
Deferring road maintenance in the short run may result in a temporary decrease in
expenditures, but the long run costs of adopting such an approach will almost always exceed

the short run savings. Given the current economy and recent drop in state road funding,
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RBO2.

RBO3.

RBO4.

meeting a 12 year replacement schedule will be a challenge. However, the County should still
establish a prioritized schedule for road rehabilitation now, in anticipation of a stronger financial
position in the future.

Eliminate non-vital and low-usage bridges through lifecycle attrition
Status: New
FY2009 Impact: NA Five-year impact: NA

With restricted funds, the County should replace only those bridges which are in need and are
vital to residents. The majority of the County’s bridges are less than 20 feet long, and some
serve a very small population with alternative routes. It is estimated that approximately ten
percent of the County’s bridges could be eliminated at the end of their lifecycle, which would
reduce maintenance costs and allow the County to redirect resources to more vital bridges and
roadways.

Institute a Preventive Maintenance Plan for Bridges
Status: New
FY2009 Impact: NA Five-year impact: NA

Preventive maintenance is one way in which the County can reduce long term costs associated
with the replacement of bridges. Preventive inspections and minor maintenance may cost the
County more each year, preventive maintenance and inspections will identify larger problems
earlier and increase the life of a particular bridge span. With comparatively low costs of
inspections and minor maintenance, the County could increase the life of individual bridges by
30 years.

The American Association of State Highway and Transportation Officials (AASHTO)
recommends preventive bridge maintenance as a best practice for increasing the safety and life
of a bridge. The AASHTO defines preventive maintenance as a “planned strategy of cost-
effective treatments applied at the proper time to preserve and extend the useful life of a
bridge.” Within this definition the AASHTO defines four different types of activities which should
be included in a maintenance plan. These include: cleaning activities such as water flushing all
parts of a bridge; basic maintenance such as painting, minor deck repairs and applying sealant;
technical and specialized repairs; and, maintenance of stream channels below rivers.

Major repairs and construction due to the deterioration of bridges and other infrastructure, not
only inconveniences the public and cause safety issues, but also creates large unexpected
capital needs. Creation of a preventative maintenance program may not provide fast savings
for the County. The implementation of this program will result in the extended life of the
infrastructure in the County and increased safety for the area.

Allocate Personnel-Related Costs to Liquid Fuels Fund
Status: New
FY2010 Impact: $100,000 Five-year impact: $500,000

The state allows related Liquid Fuels funds to be used for qualified costs, such as the repair
and maintenance of roads and bridges the County is responsible for, as well as administrative
costs of up to 10 percent of the annual total allocation. The County shall investigate
temporarily using up to $100,000 of its annual allocation for qualified personnel and overhead
costs of County staff engaged in road and bridge maintenance and repair. Many counties
allocate a portion of their LFT funds in this manner. While it would be preferable for the County
to expand road and bridge funding, that is not possible in the current environment. Instead,
during the current fiscal crisis the County shall use its LFT funds as allowed to support critical
ongoing maintenance and rehabilitation activities performed by County staff.
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County Fleet Operations

Overview

The Luzerne County fleet is managed by the Road and Bridge Department, which services approximately
267 County vehicles and other motorized equipment. The Department operates a garage at the Road
and Bridge facility on Reichard Street in Wilkes-Barre where routine maintenance and light repairs are
performed. More extensive repairs are outsourced to local vendors, a common practice for public sector
fleet operations.

Road and Bridge also manages fuel acquisition and usage for all departments, purchasing bulk fuel at
regional spot market prices as published by OPIS, a third party fuel information service. The Department
issues fuel cards to eligible personnel for use at a County-run fueling station.

In total, there are five employees in Road and Bridge who handle the County’s fleet operations — three
mechanics, one driver, and one fleet manager. There is one vacant mechanic position.

While the Road and Bridge Department services County vehicles, the Department does not track any
data concerning vehicle use (e.g., mileage) or garage performance (e.g., vehicle turnaround times,
vehicle availability, etc.). Additionally, there is neither a vehicle replacement plan nor any Department
responsible for coordinating vehicle procurement.

Vehicle Inventory
Of Luzerne County’s 267 vehicles, 165 can be classified as passenger vehicles — i.e., sedans, sport utility
vehicles (SUVs), pick-ups, and vans. Nearly 80 percent of the County’s passenger vehicles are operated

by seven departments — Probation Services, Road & Bridge, Sheriff's Office, Prisons, District Attorney,
Emergency Management, and Workforce Investment.

LUZERNE COUNTY PASSENGER VEHICLES BY DEPARTMENT

# of Passenger % of Count
Department Vehiclesg Fleet g
Probation Services 33 20.0%
Road & Bridge 26 15.8%
Sheriff 25 15.2%
Prison 15 9.1%
District Attorney 12 7.3%
Emergency Management 10 6.1%
Workforce Investment 10 6.1%
Moon Lake 7 4.2%
Building & Grounds 6 3.6%
Children & Youth 3 1.8%
Domestic Relations 3 1.8%
Environmental Special Projects 3 1.8%
Coroner 2 1.2%
Planning/Zoning 2 1.2%
Recreation 2 1.2%
Five Year Financial Plan County Fleet Operations
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# of Passenger % of Count

Department Vehiclesgl Fleet g
Solid Waste 2 1.2%
Aging 1 0.6%
Controller's 1 0.6%
Public Defenders 1 0.6%
Veterans' Affairs 1 0.6%
Total 165 100.0%

In addition to the 165 passenger vehicles, the Luzerne County fleet contains 102 non-passenger vehicles
and pieces of specialized equipment — e.g., trailers, front-end loaders, mowers, stake-bodies, etc.). As
the table below illustrates, more than 90 percent of the County’s non-passenger vehicles are operated by

Road & Bridge and Emergency Management.

LUZERNE COUNTY NON-PASSENGER VEHICLES BY DEPARTMENT

# of Non-Passenger | % of County

Department .
Vehicles Fleet
Road & Bridge 72 71%
Emergency Management 23 23%
Environmental Special Projects 2 2%
Moon Lake 2 2%
Prison 1 1%
Sheriff 1 1%
Workforce Investment Board 1 1%
Total 102 100%

Vehicle Procurement

Luzerne County does not have a county-wide vehicle purchasing plan; vehicles are not relinquished from
service and replaced on a systematic basis. Accordingly, the age of vehicles within the County’s fleet
varies considerably. As the figure below illustrates, 39 percent of non- passenger vehicles are fewer than
5 years old, 18 percent of vehicles are 5-9 years old, and 44 percent of vehicles are greater than 10 years

old.
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LUZERNE COUNTY PASSENGER VEHICLES — AGE OF VEHICLE
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Optimally run fleets will have a more equalized distribution of vehicle ages. Fleets with uneven
distribution of vehicle ages — such as Luzerne County — tend to operate less efficiently and experience
cash flow pressures when vehicle replacement is necessary:

Older vehicles require more maintenance, resulting in higher service costs and longer down-
time. Long downtime creates an incentive for County departments to retain older, obsolete
vehicles in “reserve.” These vehicles take longer to service, and in-turn, further extend turn-
around times for repair. With nearly one-half of vehicles more than 10 years old, Luzerne
County is likely dedicating too many resources to service vehicles that should otherwise be
relinquished.

The lack of a systematic replacement plan can also exacerbate cash flow pressures. Rather
than allocate a fixed amount of funding towards vehicle replacement each year, the County must
allocate a comparatively large sum of funding every five years or so to maintain existing service
levels. In periods of fiscal distress, identifying the funds necessary for vehicle replacement may
require cuts to other vital county services and limit needed vehicle lifecycle replacements.
Alternatively, in periods of tight finance, vehicle purchases are forgone and fleet reliability
decreases while repair costs rise.

Initiatives

The following recommendations to improve Luzerne County’s fleet operations take into account the
County’s current fiscal condition and limited resources. Despite the immediate financial challenges,
efforts can be made to better coordinate decision making, plan strategically, and analyze fleet-related
data that will ultimately result in improved performance and lower operating costs. The Road and Bridge
Department should continue to manage the County’s fleet operations and should drive implementation of
the following recommendations.

FLO1. Complete a Vehicle Inventory and Usage Audit and Monitor Use Annually
Status: New
FY2009 Impact: NA Five-year impact: NA
Owing to a lack of coordination among departments, vehicle ownership and use is loosely
monitored in the current system. The Road and Bridge Department currently tracks County-
owned vehicle information through a database created in-house that operates on outdated
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software. This system — an Access database — only tracks a vehicle’'s repair history, not
mileage. Further, it has been reported that on exceptional occasions, the Road and Bridge
garage has received vehicles for repair that were not known to be in the County fleet.

In the spring and summer of 2009, the Road and Bridge Department began a process of
strengthening its inventory controls, including a comprehensive audit of all County-owned
vehicles. Upon completion, this should entail the following steps:

= Reconciling internal service logs with an inventory of purchased vehicles by the Finance
Department to ensure that all County-owned vehicles are accounted for

= Sort County-owned vehicles by department and create department-specific vehicle lists

= Circulate vehicle lists to departments and request verification of vehicle inventories; ask
departments to identify which vehicles are take-home vehicles

Once department vehicle inventories are established and confirmed, the County Manager’'s
office will have better information to determine which departments will be candidates for vehicle
reductions. The Department should then maintain the inventory and repeat the audit annually,
a process which should be easily completed after the initial inventory.

As a second step, the Department should consider expanding its tracking of vehicle data.
Using vehicle data to inform vehicle purchase and relinquishment decisions can extend vehicle
life-cycles and lower long-term acquisition costs.

The current vehicle tracking system was created by Road and Bridge employees without
training in management information services. While a reflection of the ingenuity of Road and
Bridge employees, the system is antiquated and inadequate for the County’s current needs.

The County purchased a broad-based Fleet Management Information System to achieve the
desired outcome of better vehicle tracking, however Road and Bridge employees have not
been trained in its use and it remains unutilized. Many vendors offer training and support
services with software purchases, and the County should inquire as to whether this is available
at no charge.

Another option would be creating an updated “in-house” Access database that tracks the
following elements:

= Mileage - both annual and vehicular use to date

= Vehicle age

= Routine maintenance performed

= Light repairs performed

= Heavy repairs preformed requiring service by an outside vendor

Costs for this initiative would include the purchase of Microsoft Office, a desktop computer with
adequate memory and processor speed, and training for Department of Road and Bridge staff.
While this initiative could the County $3,000 to $5,000 at the outset, the savings associated
with better vehicle tracking and inventory control will easily pay for themselves over a five-year
period.

FLO2. Perform Reqularly-Scheduled Fleet Utilization Reviews
Status: New
FY2009 Impact: NA Five-year impact: NA
Commonly, jurisdictions purchase and maintain more vehicles than they need to deliver
services. These excess vehicles increase service/maintenance and acquisition costs, and also
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affect turnaround time and vehicle availability. Generally, utilization reviews show that a
substantial percentage of vehicles are underused, and in turn, permit the relinquishment of
between five and ten percent of a government’s fleet.

One approach to utilization reviews entails tracking annual mileage by passenger vehicle class,
and evaluating the use of vehicles with the lowest usage in a given year. Vehicles that rank in
the bottom third of annual mileage would be identified as “underused,” and departments would
have to provide a justification to the County Manager’s Office for their continued inclusion in the
County fleet.

Consider the following hypothetical example, in which a fleet contains 12 vehicles, all of which
are sedans:

VEHICLE UTILIZATION REVIEW — EXAMPLE

Vehicle # Vehicle Class Annual Mileage Rank
1 Sedan 8,000 50f12
2 Sedan 5,000 8 of 12
3 Sedan 3,000 11 of 12
4 Sedan 9,500 30f12
5 Sedan 4,000 9 of 12
6 Sedan 3,500 10 of 12
7 Sedan 12,000 1of12
8 Sedan 11,000 20f12
9 Sedan 6,000 7 of 12
10 Sedan 7,500 6 of 12
11 Sedan 8,500 4 0of 12
12 Sedan 2,000 12 of 12

In the above example, vehicles numbered 3, 5, 6, and 12 (highlighted in blue) would be
identified as underused vehicles. Each of these vehicles ranks in the lowest third of the sedan
fleet in terms of annual miles driven. Department representatives would have to provide a
written justification for why these vehicles must remain in the fleet. The same process would be
repeated for each passenger vehicle class — SUVs, passenger vans, and pick-ups.

Each vehicle identified as underused, however, should not automatically be relinquished from
the fleet. In fact, there are multiple reasons why a vehicle should remain in the fleet, even
though it has low mileage (for example, the vehicle is used for frequent after-hour calls for
service). For this reason, departments should be given an opportunity to explain how the
vehicle is used and why the usage is low relative to other vehicles in the County fleet.

If a vehicle has very low mileage and the explanation for its continued issue is insufficient (e.g.,
it is used as a “reserve” vehicle) or the vehicle regularly appears in the bottom third of regular
utilization reviews, then the vehicle should be removed from the county fleet.

Additional guidelines for utilization reviews:

= End the practice of assigning vehicles to individuals. Instead, assign vehicles to an
office or a geographical location

= For senior staff accustomed to having the use of a private vehicle, consider issuing
vehicle stipends instead:
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- Employees relinquish use of a County-owned vehicle, but receive a monthly
stipend for vehicle use instead. Future hires receive no stipend, and must use
mileage reimbursement as necessary

- The County’s insurance policy includes liability coverage for non-owned vehicles,
which would cover employees involved in accidents in personal vehicles while on
County business.

= Revaluate take-home vehicle policies

- Consider the use of vehicle stipends or mileage reimbursement for first
responders who are occasionally called out after normal business hours

- If a vehicle is used in this manner fewer than 12 times a quarter or is fueled less
than twice monthly, consider using vehicle stipends in place of a County-issued
take-home vehicle

= For low mileage vehicles, consider expanding the use of mileage reimbursement. The
County currently uses mileage reimbursement in some cases, and some departments
use it extensively. The option should be expanded in cases where reimbursement is
less costly than owning or leasing a vehicle.

Of note, the County currently does not track vehicle mileage. In order to perform meaningful
utilization reviews, the Department of Road and Bridge must begin cataloguing mileage in
County vehicles.

Standardize the Fleet

Status: New
FY2009 Impact: NA Five-year impact: NA

Vehicles purchases within Luzerne County are not coordinated. Individual departments submit
requisitions for their own vehicles out of general operating funds, which in turn, are approved by
the Purchasing and Finance Departments. The results of this fractured, uncoordinated system
of procurement are two-fold:

= The County loses the capacity to leverage cost savings through buying multiple units of
the same or similar vehicles from the same manufacturer

= The County fleet is comprised of many different vehicle models, which lengthens the
amount of time necessary to service vehicles properly

Since the County fleet is comprised of multiple brands of the same vehicle type, mechanics
must learn how to service multiple different models and procure different sets of parts, which
leads to longer turn-around times and higher error rates.

In standardized fleets, all vehicles types are a single model — e.g., all sedans a Chevrolet
Impala; all pick-ups are the Ford series. Accordingly, standardization permits operators to
service fleets more efficiently and at lower cost, as well as streamlining the parts procurement
process. Fleet purchasing practices should be included in the county-wide purchasing review,
recommended in the Purchasing chapter of the Early Intervention Plan (EIP).

Fleet standardization under the current system, however, is not possible. Departments do not
receive specification guidelines for passenger vehicle purchases and there is no or little inter-
departmental cooperation on the procurement of vehicles. Additionally, there is no budgeting
framework in place to assist with the planning of vehicle replacement.
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For these reasons, for Luzerne County to achieve fleet standardization it must also adopt more
strategic approach to vehicle procurement and replacement.

Implement a Vehicle Replacement Schedule

Status: New
FY2009 Impact: NA Five-year impact: NA

The use of a standard vehicle replacement schedule and annual purchasing plan across all
departments is a fleet management best practice. Annual purchasing plans provide a schedule
and budget for purchasing vehicles over a multi-year time horizon.

Once the annual purchasing plan is developed, the County would purchase a fixed set of
vehicles annually in a given vehicle class (e.g., sedans, SUVs, forklifts, etc.). Coupled with
tracking of fleet-related data, an annual purchasing plan allows a fleet manager to strike an
optimal balance between acquisition and maintenance/repair costs. An annual purchasing
plan allows the County to forgo costly repairs for older vehicles approaching scheduled
relinquishment. A purchasing plan is also a key budgeting tool that provides accurate cost
projections and establishes a mechanism to evaluate the cost of providing vehicles.

Additional benefits of an annual purchasing plan include:

= Better Informed Maintenance and Relinquishment Decisions: With predictable vehicle
delivery, managers know which vehicles are coming out of the fleet and when they are
being replaced

- Without a well-defined purchasing plan, resources may be inefficiently allocated to
older vehicles with greater wear that are near the end of their useful life-cycle

= Reduced Vehicle Inventories: As new vehicles enter the fleet on a regular basis,
average age begins to decrease. Because new vehicles are generally more reliable
than older equipment, availability increases (downtime decreases). Increased
availability reduces the need for departments to hold “reserve vehicles,” facilitating a
reduction in fleet size

= Decrease in Maintenance Costs: Older vehicles are generally costlier to maintain than
newer equipment. Therefore, decreasing the average age of a vehicle class will
produce a reduction in overall maintenance costs. A newer fleet that cycles vehicles out
on a regular interval will not experience the periodic spike in maintenance costs that
typically occurs with older vehicles

= Lower Purchasing Costs: Acquisition costs can be lowered by modestly extending
equipment life-cycles and securing lower unit cost pricing

= Streamline Administrative Procedures: Coordinating vehicle purchasing lessens the
administrative burdens associated with creating specifications and plans for ordering
vehicles on an ad hoc basis

When fully implemented, a well-designed annual purchasing plan can generate up to 20
percent in annual recurring savings on vehicle purchasing and maintenance costs.

The tables below represent a hypothetical annual purchasing plan. Table 1 presents the
vehicle needs of a jurisdiction and charts life-cycle, fleet size, vehicles purchased per year, and
per unit acquisition costs.
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TABLE 1: ANNUAL PURCHASING PLAN (VEHICLE DEMANDS - EXAMPLE)

_ . Life-Cycle _ Vehicles Per_U_n_it

Vehicle Description Fleet Size Purchased Acquisition
(vears) Per Year Costs

Medium Duty Truck 12 36 3 $45,000

Pickup 12 24 2 $23,000

Sedan 8 40 5 $25,000

SuUvV 8 24 3 $30,000

Van 8 8 1 $12,000

Table 2 then converts the jurisdiction’s vehicle demands into a multi-year budget. Note that the
figures in Table 2 assume an annual inflation factor of 2.5 percent.

TABLE 2: ANNUAL PURCHASING PLAN (EXAMPLE

Year 1 Year 2 \ Year 3 Year 4 \ Year 5
Medium Duty Truck $135,000 $138,375 $141,834 $145,380 $149,015
Pickup $46,000 $47,150 $48,329 $49,537 $50,775
Sedan $125,000 $128,125 $131,328 $134,611 $137,977
SuUV $90,000 $92,250 $94,556 $96,920 $99,343
Van $12,000 $12,300 $12,608 $12,923 $13,246

$439,371 |

$418,200 |

$408,000 $428,655 $450,356

It should be noted that a purchasing plan is a guideline, and not a firm schedule. There may be
cases in which the County Fleet Manager determines that a scheduled purchase is
unnecessary, or that a special purchase is needed; decisions can be made on a case-by-case
basis. However, implementing and following a purchasing plan where appropriate can
generate savings and provide accurate multi-year cost estimates that will serve as a helpful

budgeting tool.

As a financing mechanism for vehicle replacement, Luzerne County may encourage
departments to create vehicle replacement “sinking funds.” In a “sinking fund,” the department
sets aside a portion of the costs associated with replacing a vehicle each year. For example, if
a sedan is estimated to cost $16,000 and an eight-year lifecycle, the department would set
aside $2,000 annually for eight years.

An advantage of a sinking fund is that it smoothes out the cash flow requirements to replace
vehicles. Additionally, sinking funds can be implemented in all departments, regardless of the
number of vehicles it operates. In the County’s current financial situation, this idea may need to
be postponed for a year or two.

FLO5. Implement a Vehicle Replacement Committee

Status: New

FY2009 Impact: NA

Five-year impact: NA

In an effort to de-politicize vehicle replacement decisions, the County should create a vehicle
replacement committee that meets regularly to review requests to purchase county vehicles. At
a minimum, representatives on this committee would include members from the Finance
Department, County Manager’s office, the Purchasing Department, and the Road & Bridge
Department.
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FLO7.

Software Training for Employees
Status: New
FY2009 Impact: NA Five-year impact: NA

The County currently uses Microsoft Access to track vehicle inventory and produce invoices,
and has also purchased a specialized fleet management program. However, no employees
have been trained in the use of the fleet management software, and none have had Access
training. The County should seek training and support services from the software vendor,
which in some cases are included with purchase. In addition, the County should seek Microsoft
Access training for employees using the Access database.

Create a County Vehicle Policy
Status: New
FY2009 Impact: NA Five-year impact: NA

A vehicle policy lays out uniform criteria for vehicle use, mileage reimbursement, alternative
transportation options, vehicle stipends, and take-home vehicle privileges. It also clarifies
instances where it is appropriate to use a county-owned vehicle, and when it is not.
Implementing a uniform vehicle policy will likely decrease un-sanctioned vehicle use by County
employees.

Additional Best Practices for Consideration

Track Key Performance Measures — High performing fleet operations track metrics to monitor and

evaluate performance. With the use of a fleet MIS system — whether built in-house or provided by
an outside contractor — the Road and Bridge Department will have the capacity to report select
performance measures, such as:

- Downtime - Percent of passenger vehicles in county fleet out of service on a daily basis.
The County should strive to have fewer than five percent of passenger vehicles out of
service at any given point in time. In addition, the County should prioritize the availability
of vehicles by department, so that departments with emergency functions (e.g. Sheriff,
Emergency Management) have constant access to emergency vehicles

- Comeback Rate - Percent of repairs returned to the fleet garage within 30 days. An
accepted benchmark with five percent to seven percent of all orders

- Scheduled Repair Ratio — No more than 30 percent of all repairs should be performed on
an unscheduled basis. The remainder should be scheduled in advance

- Preventive Maintenance Efficiency Ratio — The County should strive to have 95 percent
of all outstanding Preventive Maintenance appointments completed

- Average Annual Cost Per Vehicle — Include all direct costs (repairs and maintenance) for
each vehicle; benchmark against comparisons over time and vehicle class averages

- Cost Per Mile — Links average annual cost per vehicle with vehicle usage

Evaluate Implementation of a Motor Pool — For departments with periodic vehicle use, a motor
pool may be a viable option. The County may consider the use of outside vendors, which may be
able to perform this service at a lower cost that County-owned and maintained vehicles. In order
to evaluate the cost proposals of any outside vendors, however, the County should first monitor
and evaluate vehicle mileage, and then perform a cost analysis based on average annual cost
per vehicle and costs per-mile driven. With the proximity of Kings College, Wilkes University, and
the City of Wilkes-Barre’s offices, and depending on the mix of vehicles based at the Courthouse,
a car-sharing initiative could also be explored
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= Review Take-Home Vehicle Protocols — A vehicle policy should include clear criteria for after-
hours or emergency response duties. In the City of Philadelphia, for example, employees must
be called into the field after hours at least 12 times per quarter to be eligible for a take-home

vehicle

Anti-idling Policy — many public and private sector fleets have implemented anti-idling policies,
generating meaningful cost savings as well as lower carbon emissions (PFM can share sample
policies with Luzerne County upon request)

Conduct an audit of specialty vehicles — evaluate opportunities for sharing of specialty equipment
across departments; smaller county departments may not need separate apparatus
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Buildings and Grounds

Overview

The Luzerne County Department of Buildings and Grounds is responsible for maintenance of County
buildings, including the Courthouse. The Department cleans offices, performs routine building
maintenance, and maintains grounds. Additionally, electricity, gas, and sanitation charges for the County
are paid from the Buildings and Grounds budget.  This Department works in conjunction with the
Engineers Department.

There are currently 20 custodians that clean buildings, provide general grounds maintenance, and
perform other duties. Most custodians are assigned to specific areas in the 12 buildings that are cleaned
by this department. Buildings and Grounds also has three skilled worker positions that provide
maintenance and repair services to County facilities. Several maintenance and repair functions are
provided through service contracts, including:

= Window washing

=  Elevator maintenance

= Chiller maintenance and startup/shutdown

=  HVAC chemical treatment

= Pest control

= Fire alarm, fire extinguisher, and sprinkler testing

Historic Employee Count

Position 2006

Director 1 1 1 1
Supervisor 1 1 1 0
Administrative Asst. 1 1 1 1
Switchboard Operator 1 1 1 0
Watchman' 1 1 1 0
Clerk 1 1 0 0
Chief Plumber 1 1 1 1
Maintenance Staff'" 2 2 2 2
Lead Worker 1 1 1 1
Painter 1 2 0 0
Custodian 22 25 25 20
Total 33 37 34 26
TPosition transferr.ed to Depa.lrt.ment of Security in 2009
Includes one trained electrician and one plumber
Facilities
= Responsible for cleaning and maintaining 12 buildings:
0 County Courthouse
0 Courthouse Annex
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Brominski Building (Domestic Relations Office)
Parkade

Penn Place

West Side Recreation Building

Engineer’s Office

Emergency Management Agency

Hazleton Annex

Valmar Building

Veteran’s Affairs Building

Army Corps of Engineers Building

OO0OO0OO0OO0OO0OO0O0OO0OO

Budget data

Historical expenditures — Buildings and Grounds Department

2007 2009
Actual 2008 Actual Budget

Building and Grounds

Salaries & Wages $1,003,234 | $906,870 $933,808 $763,407 | -23.9%
Employee Benefits $434,996 $432,870 $429,622 $380,776 -12.5%
Operating Supplies $83,323 $50,831 $38,409 $52,311 -37.2%
Utility Service $441,755 | $504,185 $513,066 $553,356 | 25.3%
Rentals $0 $17,184 $103,104 $103,104 0.0%

Repair & Maintenance $92,233 $156,605 $109,855 $167,512 81.6%
Other Expenditures $45,770 $37,147 $1,986 $10,295 -77.5%

Total Expenditures $2,101,310 $2,105,693 | $2,128,868 $2,030,761 | -3.4%

« Salaries, Wages & Benefits — Well over 50 percent of the cost of the Department is related to its
employees. Expenditures in this category have decreased by approximately 24 percent since 2006,
largely as a result of layoffs at the end of 2008.

o Operating Supplies — This includes cleaning supplies for the custodial staff.

« Utilities — Utilities — including natural gas, electricity, and water — account for an additional 27 percent
of the Departments 2009 budget.

o Repairs and maintenance — This includes contracts for various services including window cleaning,
elevator maintenance, and equipment maintenance.

Projected baseline expenditures — Buildings and Grounds Department

Category 2010 2011 2012 2013 Growth
Projected Projected Projected Projected %
Salaries 754,218 776,844 800,150 824,154 9.3%
Benefits 402,495 427,909 455,018 483,956 20.2%
gpe“’ﬁ'”g 53,566 54,852 56,169 57,517 7.4%
upplies

Utility Service 678,696 694,608 710,923 727,651 7.2%
Repalirs and 171,532 175,649 179,865 184,181 7.4%
Maintenance

Rentals 105,578 108,112 110,707 113,364 7.4%
Miscellaneous 10,568 10,847 11,130 11,427 8.1%

2,176,653 2,248,821 2,323,962 2,402,250
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Progress and future challenges

Progress:

Buildings and Grounds moved under County Engineer. In 2008, Buildings and Grounds was
moved to report to the County Engineer. This move was recommended in the County’s 2004
Plan to allow for better coordination of maintenance activities with capital infrastructure projects
that address the County’s facilities.

Transferred weekend security staff to the Department of Security. One FTE was transferred
in 2009.

Challenges:

Significant shortage in trade personnel. The Department currently has one Chief Plumber,
and a trained Carpenter. The Electrician position is vacant and unfunded.

Insufficient work order tracking capacity. The Department did not institute a work order
system as recommended in the 2004 Plan. Without such a system, it is difficult to track the time
staff spends on individual work orders and the amount of time required to complete routine tasks.

Initiatives

BGO1.

Complete and implement energy-savings initiatives
Status: To be completed from 2004 Plan
FY2009 Impact: $40,874 Five-year impact: $479,332

The County hired CM3 to perform an energy audit in 2004. To date, the audit has not been
completed, and no reports are currently available.

In the absence of a comprehensive energy audit, the County can continue to establish “quick
wins” by installing energy-efficient appliances, lights, and equipment where feasible. To date,
Buildings and Grounds has implemented a number of energy-saving initiatives, including the
installation of new controls, the use of alternative circuits for power supply to pump stations and
light strings.

The Department is considering engaging in a Guaranteed Energy Savings Agreement (GESA)
with a state-approved energy service company (ESCO). ESCO’s will guarantee a certain level
of energy savings through the implementation of specific initiatives. The initiatives are paid for
using the guaranteed savings, and the ESCO claims responsibility for any gap in guaranteed
versus actual savings. However, the County will pay a premium for any ESCO guarantee;
therefore any immediately achievable energy savings initiatives should be pursued prior to
entering a GESA.

The County Engineer estimates that savings of 10 percent to 15 percent annually are possible
if energy-savings initiatives are implemented. The following savings estimates reflect assumed
savings of ten percent of projected electricity costs, with a discount factor of 50 percent in
FY2009. The estimates do not include potential savings through a GESA.

Other potential energy and cost-savings initiatives include meter audits, reverse auctions, joint
energy purchasing agreements, and use of the State’'s Growing Greener grants, which have
made $90 million available to counties for a variety of environmental initiatives.

Five Year Financial Plan Buildings and Grounds
Luzerne County, PA

146




n

Fiscal Impact

FY2009 ‘ FY2010 FY2011 FY2012 FY2013 Total
(B;scou nt 50% 0% 0% 0% 0% 0%
:an]s;::(l:t $40,874 | $106,273 | $108,470 | $110,713 | $113,002 $479,332

BG02. Explore managed competition for janitorial services
Status: To be implemented from 2004 Plan
FY2009 Impact: NA Five-year impact: NA
Rather than retaining full-time janitorial staff for facility cleaning services, the County way wish
to explore a managed competition process that allows County to continue to provide janitorial
services and provides a level of flexibility rather than a fixed headcount.
BGO03. [Institute a Work Order Requisition Processing System
Status: To be implemented from 2004 Plan
FY2009 Impact: NA Five-year impact: NA
The Department should implement a work order processing system to track building repairs and
deliveries throughout the County. To operate efficiently, Buildings and Grounds must know what
work it is doing and how much time it takes to complete it.
A database tracking system could be implemented to track incoming requests, work assignments,
completion dates, and total completion times. This data could be used to make decisions about
what work should be done using limited in-house staff and what may be cheaper to provide
through an outside vendor. This would also allow the Department to track work completed by
staff during non-standard work hours when there is no supervision. Through attrition, additional
staffing reductions may be possible.
BGO04. Charge Departments for Buildings and Grounds Services

Status: New
FY2009 Impact: NA Five-year impact: NA
Through the time tracking system implemented through initiative BG03, the Department would
keep track of the hours and associated costs of cleaning and maintenance costs for each of the
Departments. Funding through grants and other sources may be available to pay for such
services currently provided by the Buildings and Grounds Department.
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Levees

Overview

The Wyoming Valley Levee System (WVLS) is owned, operated, and maintained by the Luzerne County
Flood Protection Authority (LCFPA). The LCFPA was created in 1996 as a response to a near-disaster
when the Susquehanna River flooded to within 18 inches of the top of the levees after a massive blizzard.
While the Authority is responsible for operations and maintenance, the County is obligated to provide
funds for a portion of the LCFPA’s expenditures, including staff and additional project funding, as
required. The County is also responsible for debt service for a 1998 Flood Protection Bond issue, which
was used for the County’s 12.5 percent share of the Wyoming Valley Levee Raising Project (WVLRP).
The LCFPA funds projects from the debt proceeds, and LCFPA spending in 2009 is expected to be
approximately $6.2 million. County operating dollars for the Levee Department are expected to be
approximately $2.6 million in FY2009, including $1.1 million in debt service.

The WVLS is made up of approximately 16 miles of levee and floodwall which protect residents of the
Wyoming Valley from water damage from storms up to and including the size of Tropical Storm Agnes.
The levees are primarily constructed of structural fill and impervious material lined with grass and
armored with riprap. The LCFPA maintains some 250 acres of land surrounding the levees, as well as 14
stormwater pump stations and several gravity storm sewer gates throughout the system that prevent
Susquehanna River backwater from entering protected areas.

While it is not obligated to do so, the County maintains about 12 miles of paved recreational trails on top
of the levees.

In 2008 the County began construction on the Riverfront Walk project near the County Courthouse. After
construction is complete, maintenance of this area for public use will be the responsibility of the LCFPA.

Beginning in 2009, expenditures and revenues associated with the County’s levee system will be
supported by a new flood protection fee. Costs paid for by the fee include:

FY2009 Est.
Cost Component Revenue Required
Operating Costs (personnel and supplies) $1,078,000
LCFPA Costs $100,000
Levee Certification $125,000
Additional Staffing $25,000
Capital Equipment $50,000
Sinking Fund $42,090
Fee Administration $53,550
Riverfront Costs $25,000
Uncollectables $154,073
Total $1,652,713 |

The fee will be paid by property owners in the municipalities flooded by Tropical Storm Agnes in 1972
and assessed only for those properties within the Agnes Floodplain. According to County estimates,
there are 15,306 property parcels in the Agnes Floodplain, accounting for approximately 42 percent of the
parcels in the impacted 12 municipalities. Those parcels account for approximately 56 percent of the
assessed value in the 12 municipalities and approximately 15 percent of the assessed value in Luzerne
County. The following map shows the 12 affected municipalities in green and the areas protected by the
levees in blue:
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Levee fees will be accounted for in a separate Levee Fund. Fees are tiered based on property value and
designation as residential or commercial property. The fee has been designed to capture average annual
costs over the next five years and will not change until the five year period has ended and the fee
structure is reevaluated. As a result, projected revenue in FY2009 is greater than anticipated expenditure

needs.

Levee Maintenance Fee Schedule — FY2009 through FY2013
Property Type Fee

Residential, less than $100,000 $46.85
Residential, greater than $100,000 $93.70
Commercial, less than $250,000 $225.48
Commercial, $250,000 - $750,000 $450.96
Commercial, greater than $750,000 $676.44

Historic Employee Count

Department headcount has been steady at nine FTE since 2006.

The Supervisor position is responsible for the earthen portions of the levee system, which total

approximately 15 miles. Five of the Equipment Operator positions are responsible for grass cutting in the

summer months and system maintenance in the non-growing seasons. These positions report to the

Supervisor.

The Electrical Systems Manager is responsible for the levee system’s pump stations, and the position

supervises two of the Equipment Operators dedicated to pump station maintenance per the requirements

of the Army Corps. of Engineers Operations and Maintenance Manual.

Title 2006 2007 2008 2009
Budget
Supervisor 1 1 1 1
Electrical Systems 1 1 1 1
Manager
Equipment Operator 7 7 7 7
Total 9 9 9 9
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Facilities

16 Miles of Levees
250 Acres of Land

14 Stormwater Pumps
12 miles of Trail

Budget data

2009 is the first year that the Levee Department is supported by the Levee Fund. Historical expenditures
for prior years, shown below, were in the County’s General Fund.

Historical expenditures — Levees

General Fund Levee Fund
2006 2007 2008 Growth
Actual Actual Actual 2009 Budget %

Levees
Salaries and Wages $289,461 | $283,441 | $298,506 $385,410 33.1%
Benefits $157,996 | $91,831 $86,395 $118,192 -25.2%
Electricity $112,710 | $107,483 | $120,854 $157,475 39.7%
Maintenance, Supplies & | ¢76 348 | $97,593 | $45,644 $80,383 5.3%
Equipment
Professional Services $16,075 | $24,777 | $32,392 $664,839 4035.9%
Other Expenses $135,889 | $94,217 | $94,704 $106,180 -21.9%

91.8%

$699,342 $678,495 |

$788,478 $1,512,479

Total Expenditures

« Salaries — Staff salaries and benefits for the 9 budgeted levee employees comprise one-third of the
Department’s 2009 budget

« Electricity costs — Electricity costs for operation of the levee systems is a major expenditure item; in
2009, they account for 10.4% of anticipated expenditures. Cumulatively with the other utilities, it
accounts for 11.3% of the projected expenditures. Electricity costs are expected to increase by
approximately 30 percent in FY2010 as a result of the expiration of caps on electricity rates statewide.

« Professional services — The greatest increase in expenditures comes from increased professional
services, which now make up nearly half of the Department’s budget. These increases are largely a
result of new recurring maintenance needs for the River Common development project, which is
scheduled to open in 2009. A portion of these costs represent a county match of a grant from the
state’s Department of Environmental Protection.

Projected baseline expenditures — Levees (General Fund Onl

Category 2010 2011 2012 2013 Growth
Projected Projected Projected Projected %
Salaries 0 0 0 0 0%
Benefits 0 0 0 0 0%
Materials 0 0 0 0 0%
Debt Service 1,131,938 1,131,938 3,576,050 2,363,413 8.8%
Total 1,131,938 1,131,938 3,576,050 2,363,413 8.8%
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Projected baseline expenditures — Levees (Levee Maintenance Fund)
2010 2011 2012 2013 Growth
Projected Projected Projected Projected %

Levee Fund $1,624,454 1,671,885 1,719,317 1,781,219 9.7%

Category

Progress and future challenges

Progress:

= Implementation of Levee Maintenance Fee. In April 2009, The Luzerne County Flood
Protection Authority approved the Wyoming Valley levee maintenance fee that will provide
dedicated revenue to fully fund levee maintenance. The LCFPA is authorized to assess $1.8
million in fees in FY2009 and has projected initial estimates of required revenue through FY2013
reflecting strong initial growth as the new fee becomes more familiar, followed by modest annual
growth in future years:

FY2009 \ FY2010 FY2011 FY2012 FY2013
1,652,713 $1,791,470 $1,843,778 $1,896,086 $1,964,353

= Established Levee Maintenance Fund. As previously described, levee maintenance funds are
now kept in a separate fund, relieving the General Fund of all levee costs other than debt service
for a $24.0 million 1998 flood protection bond issue that funded the Wyoming Valley Levee
Raising Project. The General Fund will continue to make debt service on the bond, which expires
in 2023. After FY2014, debt service is level at approximately $2.5 million. A debt service
schedule for the bond is shown in the following chart:

Luzerne County Flood Protection Authority — 1998A (Flood Protection Bond)
Debt Service FY2009 — FY2023
(in $ millions)

$4.0
$3.5

$3.6

$3.0
$2.5
$2.0
$1.5
$1.0
$0.5

$0.0

2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023

= River Common Development Project. Scheduled for completion in spring 2009, the River
Common Project will open the Wilkes-Barre waterfront via two “portals” in the existing flood wall.
Inside the flood wall, new gardens, recreational areas, and an amphitheater will be built to provide
waterfront activity opportunities and an anchor for economic development in the City of Wilkes-
Barre.

Challenges:

= Cost of River Common Cleaning and Maintenance. In the future the Department will have to
work with Buildings and Grounds in order to maintain the River Common area and to control
vandalism.
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Information Technology

Overview

The Department of Information Technology is responsible for the County’s networking, telephony, and
technology planning functions, and provides technology support to County departments and row offices.
The Department also operates the County mailroom and is responsible for preparing and mailing property
tax bills to County residents for the County as well as the County’s municipalities and school districts.

Since 2004, the Programmer/Analyst position and one System Coordinator position were transferred to
the Finance Department for payroll data entry. A second System Coordinator position was eliminated
and replaced with a Systems/Network Administrator. A Switchboard Operator position was transferred to
the Department from Buildings and Grounds to answer calls to the main Courthouse phone number. A
comprehensive inventory of Department personnel follows:

e Director — Responsible for overall administration and planning, RFP development and project
oversight, and telephony system support.

e Systems/Network Administrator — Responsible for Windows network support, mobile phone
support, user account administration, email system support, and network security.

e System Operator (2) — Responsible for desktop computer installation and support, printer
installation and support, and tax billing preparation.

e Mailroom Clerk (2) — Responsible for processing incoming and outgoing County mail and
postage cost allocation.

e Switchboard Operator — Answers calls to the main courthouse phone number.

IT's level of support varies by Department. The following is a list of Departments with at least some
degree of IT support not provided by the IT Department:

Department Notes
Election Bureau Some level of self-support for election day processing
Mapping/GIS Largely self-supported by GIS Director
Recorder of Deeds Application and some infrastructure support by OSS
Courts Supported by Courts IT staff
District Courts Supported by AOPC IT staff
Register of Wills Application and some infrastructure support by OSS
Probation Services Supported by Probation IT staff (no central IT support)
911 Some level of self-support for specialized systems
Emergency Management Some level of self-support for specialized systems
Workforce Investment Supported by Workforce Investment Agency IT staff
Area Agency on Aging Supported by Agency on Aging IT staff
Children and Youth Services Supported by Children and Youth IT staff
Mental Health/Mental Retardation | Supported by MH/MR IT staff
Office of Human Services Supported by MH/MR IT staff

In Departments with highly specialized systems (such as 911 and Emergency Management), some level
of internal non-centralized IT support can be beneficial. In the case of the Human Services agencies
(Area Agency on Aging, Children and Youth, MH/MR, and Office of Human Services), separate IT offices
exist because grant funds are used for that function and central IT services are not currently “charged
back” to departments but funded by the IT Department itself. Creating an IT internal service fund would
allow the County to allocate IT costs out to departments, and grant funds could continue to be used for
technology support.
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Historic Employee Count
8

Bureau
Information Technology

Facilities and Assets

434 personal computers

| ]
Department

2007
Actual
301,895
126,849
105,765 90,022
197,858 163,202
606,436 605,448
‘$1,341,703 $1,287,417 $1,014,856 $893,216

40 servers
-17.5%
19.8%
-70.5%
-44.9%
-40.1%

2008
Actual
331,909
112,946
56,070
139,309
374,622

281,480

108,326
31,200
108,950
363,260

Actual
341,226
90,419

Budget data
Historical expenditures — Information Technolog
2006

Salaries and Wages

Benefits
Operating Supplies
Maintenance and Equipment

Other Expenses

Growth

2013
%

Total Expenditures
Projected baseline expenditures — Information Technology Department
Category 2.010 2.011 2.012 .
Projected Projected Projected Projected
Salaries and Wages 279,499 287,884 296,521 305,416 9%
Benefits 114,129 121,217 128,775 136,836 20%
Operating Supplies 31,949 32,716 33,501 34,305 7%
Maintenance and 111,565 114,242 116,984 119,792 7%
Equipment
371,985 380,921 390,070 399,440 7%
909,127 936,980 965,851 995,789

Other Expenses

Software

Progress and future challenges
Progress:

Implemented SEA recommendations to reduce telephone service costs.

Engineering Associates, Inc. (SEA) produced an Information Technology report for the County in

2005. That report identified approximately $22,000 in annual recurring savings by disconnecting

The Department has since

L}

unused telecommunications lines and correcting billing errors.

implemented those recommendations and realized savings.

Elimination of the County mainframe. The County was able to migrate all software solutions

from the aging mainframe operating system to ACS or other systems, eliminating $48,000 in
Information Technology

| |
annual mainframe operating costs.
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Began charging County departments for postage. As recommended in the 2004 EIP, the
County began allocating postage costs to individual departments rather than charging the IT
Department for all postage. Although the IT Department still manages the County’s incoming and
outgoing mail service, postage costs are tracked by Department and not centrally. This
arrangement creates a financial incentive for departments to control postage costs.

Began hardware and software tracking systems. The Department recently started to track
hardware and software assets. Approximately 75 percent of the County’s inventory has been
documented and efforts continue.

Challenges:

Incomplete centralization of Information Technology services. While most of the County’s
departments receive IT services centrally, several still maintain independent IT staff. Further
consolidation is recommended to eliminate service overlap and ensure consistent application of
IT practices and policies.

No disaster recovery plan in place. Given current workload demands, the Department’s staff
has not been able to produce a disaster recovery plan. A disaster recovery plan is necessary to
ensure continuous access to data and information during emergencies.

Incomplete hardware and software tracking system. While the Department has made
progress in this area, a complete and current inventory of all hardware and software licenses is
not maintained.

No hardware replacement cycle. Desktop computers are replaced on a case-by-case basis
rather than a planned replacement schedule. Ad hoc purchasing creates budgeting challenges
and does not allow for a multi-year financing strategy.

Initiatives

ITO1.

Consolidate all County IT functions and create an IT internal service fund
Status: New
FY2009 Impact: $0 Five-year impact: $175,000

The IT Department supports most County agencies; however some departments utilize their
own staff for IT functions. Courts, Probation, Area Agency on Aging, Children and Youth
Services, Mental Health and Mental Retardation, Office of Human Services, and the Workforce
Investment Agency use their own IT staff and are not supported by the County IT Department.

The County should consolidate IT functions throughout the Departments to eliminate
duplications of effort and to create economies of scale. The full cost of IT services should be
calculated, and departments should be charged for IT services. By creating an internal service
fund, the Department can ensure that all IT costs are properly allocated and Departments
become responsible for all IT expenditures, while improving levels of service.

This enhanced IT department would allow the County to take advantage of bulk pricing for
licenses and hardware, standardization of hardware and software (where appropriate), ensure
license compliance (in conjunction with initiatives ITO3, below), and potentially add enhanced
responsibility for related services such as centralized high-speed copying and decentralized
reproduction services. This in-house expertise would also allow the County to more easily
evaluate the regular vendor proposals it receives from items ranging from internet support to
County Council webcasting.
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Fiscal Impact
FY2009 FY2010 FY2011 FY2012 FY2013 Total
Discount % 0% 50% 0% 0% 0% 0%
Fiscal Impact $0 $25,000 $50,000 $50,000 $50,000 $175,000
ITO2. Create a Disaster Recovery Plan
Status: New
FY2009 Impact: NA Five-year impact: NA
A plan must be implemented to ensure that critical computer systems will be available in the
event County operations are disrupted. A comprehensive data backup and recovery process
for all electronic records must be developed and deployed.
ITO3. Fully Implement a Hardware and Software Tracking System
Status: New
Five-year impact: NA

FY2009 Impact: NA
The County should create a comprehensive hardware and software database. The location and

age of each computer and printer should be documented, and a complete list of all software
installed on every County computer should be created and maintained. In tandem with existing
software that identifies software on networked computers and measures the use of each, the
database can be used to ensure licenses are up to date and to eliminate under-utilized
software from computers as needed. Savings from implementation should offset costs of

setting up this system.

Eliminate the Courthouse Operator Position
Five-year impact: $162,112

ITO4.
Status: New

FY2009 Impact: $8,925
The County installed an automated voicemail system for the County Courthouse.
one Courthouse Operator position was maintained and transferred to the IT Department. This
position should be eliminated in favor of an automated system, and any excess calls can be

However,

handled by one of two Mailroom Clerks.

Fiscal Impact
FY2009 FY2010 FY2011 FY2012 FY2013 Total
Discount % 75% 0% 0% 0% 0% 0%
Fiscal Impact $8,925 $35,700 $37,378 $39,135 $40,974 $162,112

Information Technology
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ITO5. Retain a Senior-Level Chief Information Officer Responsible for Overall IT Strateqy
Status: Continued from 2004 Plan
FY2009 Impact: NA Five-year impact: NA

The County’s IT Director spends the majority of available time handling service requests and
technical issues and not enough time on overall IT strategy. As recommended in the 2004 EIP,
the County should establish a CIO position to direct, maintain, and spearhead all information
technology and telecommunication initiatives, including the ones in this chapter. Savings from
better coordination, improved pricing, and technology-driven efficiency should offset the cost of
this hire.
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Bureau of Elections

Overview

The Bureau of Elections is responsible for accepting nomination documents for county and municipal
offices, ensuring that ballots are accurately printed, purchasing voting equipment, correctly programming
voting systems, selecting and equipping polling places, issuing certificates to election observers, training
district election officers, receiving election results when the polls close, canvassing the results, and
issuing official election results to the public. A majority of the responsibilities of the Bureau of Elections
are mandated through State regulations.

Historic Employee Count — Full Time Positions

The Bureau’s headcount has decreased from 15 in 2006 to 11 in the 2009 budget. The most significant
decrease has been in Clerk and Clerk Typist positions, which have been reduced from four to one over
the same time period. In addition to the full-time employees listed below, the Bureau has generally
employed per diem workers as voting machine technicians during elections. The Bureau also pays poll
workers during elections, and has budgeted $260,000 for this purpose in 2009.

Bureau ‘ 2006 2007 2008 2009
Budget
Director 1 1 1 1
Deputy Director 1 1 1 0
Mainienance St 2 3 3 3
HAVA Data Worker 1 0 0 0
Inspector 5 5 5 5
Clerk/Clerk Typist 4 2 2 1
Total 15 13 13 10

Budget data
Overall Bureau expenditures have remained flat since 2007. Personnel costs have generally trended
downwards as the Bureau’'s headcount has been reduced.

Historical expenditures — Bureau of Elections

2007 Growth

Actual

2009

Budget %

Salaries and Wages $389,389 $382,139 | $383,728 $335,671 -13.8%
Benefits $177,086 | $125,125 | $143,238 | $125,391 -29.2%
Advertising/Printing/Binding $222,415 $133,959 $126,977 $140,000 -37.1%
Payments to Poll Workers $334,984 $254,477 $258,991 $260,000 -22.4%
Equipment $131,936 $0 $24,530 $0 -100.0%
Supplies $51,046 $43,447 $29,297 $30,000 -41.2%
Other Expenses $188,866 | $144,797 | $105,976 | $183,200 -3.00%

Total Expenditures

$1,495,722 $1,083,944 $1,087,854 $1,074,262

AR
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Federal Help America Vote Act (HAVA) Funds

The Federal Help America Vote Act of 2002 was passed partially in response to the controversial 2000
Presidential Election. HAVA aims to increase voting machine technology standards (including the
replacement of punch-card voting systems), improve access to polling places, and improve voter
registration performance. HAVA also established the Election Assistance Commission. The Federal
Government distributed payments to states, and states in turn have distributed payments to local
governments.

The Commonwealth distributed its one-time HAVA grants to Luzerne County in 2004 and 2005 after the
County’s HAVA Plan and grant applications were accepted. The funds shown in the table below are
required to be spent by June 30, 2011:

Grant Purpose Amount
Title |, Sec. 101 HAVA planning, training, and implementation $37,810
Title I, Sec. 102 Replacement of lever voting machines $1,008,742
Title 11 (2004) Voter registration application processing $15,000
Title 11 (2005) Vo.ting machine replgcgment, administrative $1,943,475
improvements, training, voter outreach
Title 11, Sec. 251 Improve access for persons with disabilities $66,122
Title 11, Sec. 261 Improve access for persons with disabilities $65,638

Counties Bureaus of Election are required by a maintenance of effort (MOE) provision in the
Commonwealth HAVA agreements to spend at least the amount spent in the fiscal year last ended as of
November 2000. Luzerne County’'s MOE is $1,053,276.

Projected baseline expenditures — Bureau of Elections

Category

2010

2011

2012

2013

Growth

Projected

Projected

Projected

Projected

%

Salaries and Wages 333,309 343,308 353,607 364,216 9.3%
Benefits 132,031 140,189 148,888 158,164 19.8%
Advertising/Printing/Binding 143,360 146,801 150,324 153,932 7.4%
Payments to Poll Workers 260,000 260,000 260,000 260,000 0.0%
Equipment 0 0 0 0 N/A

Supplies 30,720 31,457 32,212 32,985 7.4%
Other Expenses 187,626 192,161 196,805 201,560 7.4%

1,087,046 1,113,916 1,141,836 1,170,857

Total Expenditures

Progress and future challenges
Progress:
One major source of cost savings was decreasing staff, from 26 in 1999 to current staffing levels of 10.

= Staff reductions. The Department has been able to work with staffing levels that have been
significantly reduced - from 26 in 1999 to 10 in 2009.

= Purchased new voting machines. In accordance with HAVA, the Bureau has purchased 750
voting machines. The Bureau of Elections negotiated the purchase of new voting machines for a
reduced cost. The County saved approximately $275,000 over the life of the four year contract
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by not accepting the warranty and instead using in-house mechanical teams to fix problems with

machines.
Reduced number of voter precincts. The Bureau also achieved the objective set forth in the

previous five year plan, reducing the number of voter precincts from 316 to 189 (250 was
suggested in the original plan). Reducing the number of voting precincts decreased the number
of Bureau personnel and part time personnel needed to oversee voting sites.

Challenges:

HAVA Maintenance of Effort Agreement. The Commonwealth requires the County to maintain
election expenditures at the same level as FY1999. The Bureau's FY1999 expenditures were

$1,053,276. FY2009 budgeted expenditures are 1,074,262.

Elections
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Overview

of procurement from ordering to final delivery.
2007

2006
1 1

Historic Employee Count
Position

1
6
8

Director
1
6
8

2008

1

2009
Budget
1

The Purchasing Department — formally the Department of Property and Supply — serves as the County
procurement agency. The Department processes requisitions from departments and handles all aspects

0
5
6

1
6
8

Deputy Director
As a result of layoffs at the end of 2008, the Department’s Deputy Director and one Clerk position were

1,006

Clerk/Clerk Typist
Total
eliminated. From 1999 to 2008, the Department operated with eight employees.
Budget data
Historical expenditures — Purchasing
2006 2007 2008 2009 Growth
Actual INSUE! Actual  Budget %
Salaries and Wages 337,937 | 229,576 | 228,302 | 177,084 -47.6%
52,091 45,472 45,338 87,942 68.8%
4,589 5,057 4,263 4,200 -8.5%
281 380 1,500 49.1%
6,941 6,050 -11.8%
285,224 276,776 -31.2%

8,617

Growth

2013

Category
4,301

Projected

Benefits
Operating Supplies
Maintenance & Equip.
Other Expenses 6,858
Total Expenditures 402,481 289,003
Projected baseline expenditures —Purchasing
2010
Projected
175,838
92,951

2011

181,113
98,880
4,404

Projected

2012

186,546

105,208
4,510

Projected

192,143
111,962
4,618

%
9.3%
20.5%
7.4%
7.4%

1,649

1,611
6,501

1,573
6,347

Salaries and Wages
1,536

304,37

6,659
6 317,031

7.5%
12.9%

6,197

292,317

Benefits

Operating Supplies
280,823

Maintenance & Equip.
Other Expenses

1

60

Purchasing
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Progress and future challenges
Progress:
= Consolidation of some County purchasing functions. In 2008 the Purchasing Department
assumed purchasing functions in the Workforce Investment Office, the Tourism Promotion

Agency, Office of Community Development, and Human Services agencies.

= Established County Purchasing Policy. As part of its Administrative Code effective in April
2004, the County included a purchasing manual. The code formalizes policies such as:

Requires three written quotes for purchases ranging from $3,000 to $7,500.

Formal purchase process for purchases over $7,500.

Performance bonds

- “Best value” procurement for technology purchases

- Allowances for online purchasing options including electronic bid distribution, electronic
bid submission, electronic reverse-auctions, and purchases over the internet.

- Establishes a list of persons in each county department authorized to submit purchase
requests to the Purchasing Department.

- Allowance of a performance rating system to track suppliers who fail to perform as
agreed as well as penalties for non-performance and an “ineligible source list” for
suppliers who submit proposals in bad faith, breach contracts, refuse to accept an award,
or establish a pattern of unethical business practices.

- Allowance of school district and municipality “piggybacking” of County contracts.

- Gives the Purchasing Department responsibility for tracking County personal property
with a value of $500 or more.

- Exemptions from bidding certain professional services and purchases, including repairs

for public works that do not constitute new additions to existing facilities and equipment,

purchases of certain patented or copyrighted products, purchases of certain utility
services, contracts with certain nonprofit service organizations, software purchases,
construction management services, professional services provided by registered or
certified professional employees, or purchase agreements made with other governments.

Challenges:

= Reduced Staff. The Department has been operating without a Deputy Director and with one less
Clerk, but has been able to keep pace with workloads.

Initiatives

PSO01. Increase formal purchasing process threshold to $10,000
Status: New
FY2009 Impact: N/A Five-year impact: N/A

The County’'s most recent purchasing policy requires purchases over $7,500 to be vetted
through a process that requires advertising and formal bids. State law sets the limit at $10,000.
While requiring bids and formal guidelines for large purchases is necessary to ensure that
contracts are awarded to the lowest, most qualified bidder, in the case of less expensive items
and services requiring bids can actually be detrimental. For services and items worth $7,500 to
$10,000 the real and opportunity costs of producing a proposal and bid can outweigh the actual
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PS02.

value of the contract. In those cases, the number of willing vendors is likely to be less than if
simple quotes were permitted.

Perform a thorough review of County purchasing practices

Status: New
FY2009 Impact: N/A Five-year impact: N/A

The County should perform a thorough review of all purchase agreements made since
establishing the most recent purchasing policy. This review should aim to determine whether
due diligence was performed and whether policy and law was followed. Records, receipts,
contracts, and purchase agreements should be reviewed for proper documentation. If state
contracts are used, it should be determined that other qualified vendors could not produce

lower bids.

Five Year Financial Plan
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Planning and Zoning

Overview

The Planning and Zoning Department has six major functions:

Administering the County’s zoning ordinance for 19 municipalities;

Administering the County’s subdivision development ordinance for 26 municipalities;

Working with the Lackawanna/Luzerne Transportation Study Metropolitan Planning Organization;
Design stormwater management plans for the County watersheds;

Managing the Luzerne County Flood Protection Authority and Mitigation Board; and
Administration of the agricultural preservation program.

The Executive Director of the Planning Commission is the Secretary of the Lackawanna/Luzerne
Transportation Study Metropolitan Planning Organization and the staff functions as an extension of the
Secretary. The Executive Director of the Planning Commission also sits on the Luzerne County Flood
Protection Authority and Mitigation Board.

Historic Employee Count

Bureau 2006 2007 2008 2009
Actual Actual Actual Budget
Director 1 1 1 1
Planner 1 1 1 1
Solicitor 1 1 1 0
Planner Technician 1 1 1 0
Metro. Planning Org/Ag. Board Adm. 1 1 1 1
Clerk Typist 1 1 1 1
Total 6 6 6 4

Budget data

Historical expenditures — Planning and Zoning Department

$441,191

$949,710

2006 2007 2008 2009 Growth
Actual Actual Actual Budget %

Salaries & Wages $195,280 $200,060 $206,493 $204,234 4.6%
Benefits $39,020 $50,494 $32,985 $80,450 106.2%
Maintenance, Equipment & $3,107 $5,280 $5,636 $10,800 | 247.6%
Supplies
Professional Services $66,967 $128,648 $303,936 $566,746 | 746.3%
Other Expenses $65,517 $56,708 $55,326 $87,480 33.5%

156.8%

$604,376 |

$369,892 |

Total Expenditures
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Category

2010

Projected

Projected baseline expenditures — Planning and Zoning Department

2011
Projected

2012
Projected

2013
Projected

%

Growth

Salaries & Wages 202,797 208,881 215,147 221,602 9.3%
Benefits 84,787 90,067 95,699 101,705 20.0%
Maintenance, Equipment & 11,059 11,325 11,596 11,875 7.4%
Supplies

Professional Services 580,348 594,276 608,539 623,144 7.4%
Other Expenses $89,598 $91,767 $93,989 $96,264 7.4%

| $968,589

$996,316  $1,024,970 $1,054,590

Progress and future challenges
Progress:

= Luzerne/Lackawanna Bi-County Plans. The Planning and Zoning Department has taken an
active role in designing the Luzerne/Lackawanna Comprehensive Plan, the Long-Range
Transportation Plan, and the Hazard Mitigation Plan, all of which are currently in progress. A first
draft of the Comprehensive Plan is scheduled to be ready for public comment by late 2009 or
early 2010. In 2005, the Counties jointly completed the Open Space, Greenways, and Outdoor
Recreation Master Plan. While these plans are completed with the help of consulting firms and
Lackawanna County, they still require County employee time to coordinate.

= Fee increases. The Department evaluates fee rates annually, and in 2010 increased fees by
approximately 10 percent.

Challenges:

= Staffing. Staffing is of great concern if the County would like to continue offering the same level
of service through the Planning and Zoning Departments. The Planning and Zoning Department
has lost a third of the staff due to attrition in the past year. In addition, as the current Director
approaches retirement, there is no succession plan in place to ensure that a new Director may
continue to provide the same level of service.

Initiatives

Pz01. Fill vacant Planner positions or consider outsourcing County Planning functions
Status: New
FY2009 Impact: NA

Five-year impact: NA

In 2004, the Planning and Zoning Department was found to be understaffed, in comparison to
other Pennsylvania Counties, having five staff positions. Only one County surveyed — Centre
County — was found to perform the same four major functions as the Luzerne County Planning
Department. However, Centre County employed 14 employees at the time. Other Planning
Departments surveyed had staffs of four (Schuylkill) to 51 (Lancaster). The 2004 plan
proposed the filling of the one vacant planner positions at the time.

Currently, there are two vacant positions in the Planning and Zoning Department — one Planner
and one Planner Technician - that the Director is trying to fill. To accommodate increasing
service demands, as well as the anticipated impact on workload due to the
Lackawanna/Luzerne County plans, two additional professional Planners should be hired to fill
these positions.
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Given the County’s current fiscal situation and the possible impending retirement of the
Planning Director with no succession plan in place, it may be advantageous to outsource the

County’s planning functions rather than hire additional full-time staff.

[additional analysis/discussion to come]
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Sheriff

Overview

The Luzerne County Sheriff's Department is created under Article 9 Section 4 of the Pennsylvania
Constitution, and is governed primarily under Article 12 of the County Code. The Department provides a
number of mandated public safety services, including:

Provision of professional, capable, and immediate assistance in emergencies
Coordination of real estate sales

Enforcement of Court orders

Transportation of prisoners for court appearances

Keeping the peace in the County and arresting violators and fugitives of the law
Serving bench warrants and civil writs

Serving protection from abuse orders

Enforcement of child custody orders

Issuing concealed weapons permits

Courtroom Security

In addition, the Department provides a number of discretionary community services, including:

The Junior Deputy Sheriff Program
Presentations to senior citizens and elementary schoolchildren

The Department is organized into the following seven divisions:

Special Investigations Division/COBRA Unit. The COBRA. (Criminal Offenders Being Rapidly
Apprehended) Unit works with other law enforcement agencies to apprehend fugitives who have
fled to Luzerne County.

FEAR Division. The FEAR (Fugitive Extradition And Recovery) Division is responsible for
recovering fugitives in other jurisdictions across the country and extraditing them back to Luzerne
County for trial.

Protection from Abuse Division. The Protection from Abuse Division is responsible for serving
Protection from Abuse (PFA) orders. PFA orders offer civil legal protection from domestic
violence.

Prisoner Transport Division. The Sheriff's Office is responsible for transporting prisoners to
and from court appearances.

Gun Permit Division. The Gun Permit Division issues concealed weapons permits to qualified
applicants. The Divisions also issues licenses to sell firearms and precious metal licenses.

Civil Division. The Civil Division serves County civil process papers.

Real Estate Division. Coordinates the sale of properties with delinquent taxes.

The Department is currently staffed with 45 employees, including the Sheriff, two Chief Deputies, one
Solicitor, 38 Deputy Sheriffs, and three Clerks.
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Revenue

The Department collected $503,631 in revenue in 2008, and $345,000 in revenue has been budgeted for
2009. The majority of this revenue (92.4 percent in 2008) comes from fees, licenses, and permits

Sheriff’s Office Revenue — 2006 to 2009

Revenue Source

$772,853

$546,476

Gun Permits $90,524 $90,202 $87,093 $63,000
Commissions $0 $200 $90,289 $0
Civil Process Fees $383,486 $550,073 $167,484 $112,500
Civil — Add’l Document $2,532 $23,093 $21,060 $17,500
Sheriff's Real Estate Sale

Fees $0 $0 $0 $50,000
Writ of Execution $0 $0 $22,320 $18,000
Writ of Execution -

Poundage $0 $0 $20,981 $12,500
Egsec“on From Abuse $16,199 $12,908 $9,392 $6,500
Mileage/Expense

Reimbursement for Civil $111,433 $65,753 $90,532 $37,400
Papers and Capias

Other $4,065 $30,624 $37,325 $27,709

$345,109

Historic Employee Count

| $608,239

Bureau 2006 2007 2008 2009
Budgeted
Sheriff 1 1 1 1
Chief Deputy 2 2 1 1
Real Estate Deputy 1 1 1 1
Solicitor 1 1 1 1
Deputy Sheriff 39 39 39 38
Clerk 3
Office Manager 1 0 0 0
TOTAL 52 50 46 45
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Budget data

Historical expenditures — Sheriff's Department
2006 2007 2008 2009 Growth

Actual Actual Actual Budget %
Salaries and Wages 1,634,036 | 1,561,547 | 1,691,301 | 1,516,034 -7.2%
Benefits 434,095 515,831 392,722 673,654 55.2%
Operating Supplies 65,022 150,012 90,793 71,554 10.0%
Maintenance and Equipment 77,987 53,323 38,820 41,000 -47.4%
Other Expenses 192,396 191,379 147,814 183,100 -4.8%

Total Expenditures $2,403,536 $2,472,092 | $2,361,450 $2,485,342 3.4%
“Other Expenses” includes vehicle fuel, telephone and postage, mileage reimbursement, rentals, capias-related expenses,
meetings and conferences, and dues/memberships.

Projected baseline expenditures — Sheriff's Department

Category 2_010 2_011 2_012 2_013 Growth
Projected Projected Projected | Projected %
Salaries and Wages 1,497,785 1,542,719 | 1,589,001 | 1,636,671 9.3%
Benefits 711,056 755,401 802,687 853,150 20.0%
Operating Supplies 73,271 75,030 76,831 78,674 7.4%
Maintenance and Equipment 41,984 42,992 44,023 45,080 7.4%
Other Expenses 187,764 192,549 197,456 202,490 8%

Total 2,511,861 2,608,690 2,709,998 ‘ 2,816,066 12.1%

“Other Expenses” includes vehicle fuel, telephone and postage, mileage reimbursement, rentals, capias-related expenses,
meetings and conferences, and dues/memberships.

Progress and future challenges

This section should include two things tied back to the common overarching theme — what does this
department/bureau need to do to meet budget requirements, service expectations, and contribute to the
County’s efforts to get out of its financially distressed status?

Progress:

e Delinquent fee collections. The Sheriff's Department recovered approximately $5,000 in
uncollected PFA fees and $2,600 in uncollected Civil Division fees in 2008. The Department
continues to pursue delinquent accounts to recover previously uncollected revenue.

e Eliminated six vehicles from the Department’s fleet. Sheriff's Deputies now can serve notices
using their own vehicles and are reimbursed for mileage.

Challenges:

e 2007 audit findings. The County’s 2007 audit contained one deficiency specific to the Sheriff's
Office. The auditor noted that “internal controls over cash in the Sheriff's Office are not
adequately designed to prevent and detect defalcations or errors in a timely manner.” The
auditor did not find instances of defalcations, but did note errors in cash balances and missing
records. In addition, the auditor found that cash receipts “are kept in an unlocked cabinet and not
always deposited intact on a daily basis, and bank reconciliations are, at times, not completed
correctly, and not completed by an individual with no other cash handling responsibilities, and
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daily cash activity is not reconciled to bank deposits.” Due to a lack of documentation, Sheriff's
sales and related commissions and poundage were not able to be audited.

To correct these deficiencies, the Office has started to use the County’s financial systems for
some functions, however a separate suite of software is still maintained (see below).

Challenges with financial systems. The Department purchased Police Central, a suite of law
enforcement data-tracking software that also tracks fees and fines levied by the Sheriff's
Department. However, the program does not integrate with ACS, the County’s accounting
software system. Police Central was purchased using $100,000 of the County’s $250,000 COPS
grant, and the County is charged $16,000 annually for software maintenance and licensing.

Initiatives

SHO1.

Explore potential opportunities for civilianization of purely administrative functions
Status: New
FY2009 Impact: NA Five-year impact: NA

A number of sworn Deputies currently perform administrative functions. The County should
explore using civilian positions to handle certain purely administrative functions, including
paperwork and applications filed for gun permits, foreign documents, and writs of execution.
The Real Estate Division and Foreign Documents/Personal Property division have Clerk
positions assigned to them already, and civilianization analysis could begin in these areas to
determine whether there is a need for sworn Deputies.

SHO2.  Per the 2007 audit recommendations, perform a review of existing cash processing and
document retention procedures
Status: New
FY2009 Impact: NA Five-year impact: NA
As recommended in the County’s 2007 audit, the County should perform a thorough review of
cash processing and document retention procedures in the Sheriff's Office. In addition, the
County should continue to require the Sheriff's Office to use ACS for all financial transactions.
SHO03. Continue to review fees on an on-going basis.
Status: To be completed from 2004 Plan
FY2009 Impact: NA Five-year impact: NA
Fees assessed by the Sheriff's Department are currently at the maximum allowed by the
Commonwealth. Fees will be continuously reviewed to ensure that they continue to be set at
the maximum amounts permitted.
Five Year Financial Plan Sheriff

Luzerne County, PA

170




ﬂwllyr

Prison

Overview

The Luzerne County Prison is responsible for the security and care of approximately 850 to 950 inmates,
based on 2007 and preliminary 2008 average annual daily population (ADP) figures. The prison’s peak
monthly ADP was 995.3 in October 2007. The 357-member staff includes 246 Correctional Officers and
operates on 3 shifts organized into 3 units. The County’s correctional facilities consist of the main facility
on Water Street in Wilkes-Barre, the women'’s work release building, and the minimum offender building.

The original main facility was constructed in 1850, but was expanded and modernized in 1987 to house
250 inmates. The capacity has since been expanded to 500 beds through the addition of beds to each
cell. Approximately 300 additional day room beds are available.

However, housing a prisoner population in excess of the capacity for which it was originally designed has
increased wear and tear on the building. Staff costs are high as the configuration of the facility — several
vertical floors — requires a higher prisoner staff ratio than modern “pod” designs. The current layout
requires a prisoner staff ratio of nearly 2:1; a more modern facility would operate at a 4:1 ratio.

All of the basic services provided at the Prison are mandated.

Historic Employee Count

The Prison’s employee headcount has ranged from 330 in 2006 to 366. The budgeted headcount was
reduced by 19 to 347 in 2009.

Corrections Officers represent approximately 68.6 percent of the Prison’s employees in 2009. Resident
Aides represent the second largest group, with 16 employees (4.6 percent) in 2009.

Employee Headcount by Position — 2006 to 2009 (budgeted

Bureau ‘ FY2006 FY2007 FY2008 FY2009
Budget
Warden 1 1 1 1
Deputy Warden Security 1 1 1 1
Major 0 0 0 1
Captain 3 5 6 4
Lieutenant 11 11 10 7
2" Lieutenant 1 1 1 1
Sergeant 3 7 7 7
Desk Sergeant 5 7 7 7
Corporal 3 7 8 8
Training Captain 0 0 1 0
Training Corporal 0 0 0 1
Training Officer 2 1 1 0
Correction Officer 203 236 249 238
Records Captain 0 0 0 1
Five Year Financial Plan Prison
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Bureau

Records Lieutenant

FY2006
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FY2008
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Budget
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Maintenance Supervisor
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Clerk

Data Entry
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Growth %

= -
=
Budget data
Historical expenditures — Prisons
2006 Actual 2007 Actual 2008 Actual 2009 Budget
Salaries and Wages 12,651,083 13,838,505 14,620,659 15,186,157 20.0%
Benefits 3,420,026 3,838,048 3,887,914 5,062,052 48.0%
ngg”er Health 2,959,720 2,727,423 3,255,718 2,280,000 -23.0%
Kitchen and 1,241,045 1,598,552 1,452,233 1,500,000 20.9%
Groceries
Other Operating 492,208 134,701 397,483 233,253 -52.6%
Supplies
Maintenance and 812,935 718,147 671,948 737,676 -9.3%
Equipment
Other Expenses 2,380,904 2,441,130 1,393,830 1,378,227 42.1%
Total Expenditures 23,957,921 25,296,506 25,679,785 26,377,365 10.1%
Projected baseline expenditures — Prisons
Catedor 2010 2011 2012 2013 Growth
gory Projected Projected Projected Projected %
Salaries 15,003,361 | 15,453,461 | 15,917,065 | 16,394,577 9.3%
Benefits 5,318,200 5,641,917 5,986,638 6,354,045 19.5%
Prisoner Health Care 2,440,395 2,612,073 2,795,829 2,992,512 22.6%
Kitchen and Groceries 1,536,000 1,572,864 1,610,613 1,649,267 7.4%
Other Operating Supplies 441,446 452,041 462,890 474,000 7.4%
Maintenance and 820,324 839,839 859,835 880,325 7.3%
1,200,184 1,220,468 1,241,242 1,262,518 5.2%
26,759,910 27,792,663 28,874,112 30,007,244 12.1%

Other Expenses

Equipment
As shown in the following table, the prison’s average daily population (ADP) has increased from 689 in
2000 to 911 in 2007. The most dramatic increases occurred in 2005 and 2006, when ADP increased by

Trends
9.6 percent and 8.7 percent respectively.
Luzerne County Prison Statistics
Average Daily Population, Incarceration Rate, and Crime Statistics
2000 2001 2002 2003 2004 2005 2006 2007
ADP 689 712 720 694 684 750 815 847
County Population 319,250 315,564 313,838 312,805 311,791 311,624 311,626 312,265
Incarceration Rate 0.216% 0.226% 0.229% 0.222% 0.219% 0.250% 0.280% 0.292%
Violent Offenses 507 477 898 702 810 959 1,009 1,014
Annual % Change NA -5.9% 88.3% -21.8% 15.4% 18.4% 5.2% 0.5%
Property Offenses 3,695 3,641 6,929 7,202 6,551 7,419 7,190 7,470
Annual % Change NA -1.5% 90.3% 3.9% -9.0% 13.2% -3.1% 3.9%
Total Violent + Property 4,202 4,118 7,828 7,904 7,361 8,378 8,199 8,484
Annual % Change NA -2.0% 90.1% 1.0% -6.9% 13.8% -2.1% 3.5%
Five Year Financial Plan Prison
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A 2005 report by the County Commissioners Association of Pennsylvania (CCAP) entitled Exploring
Problems and Prospects for Controlling County Jail Populations in the United States notes two major
factors that influence growth in prison population: the average number of admissions (ADM) and the
average length of stay (ALOS) for inmates.

Admissions may be driven in part by crime trends, but are also driven by policy. Even when crime does
not increase significantly, ADM may increase as harsher sentencing is imposed or more rigorous policing
is enforced in municipalities. Admissions may also increase if rates of recidivism increase.

ALOS is driven in part by crime trends; if rates of more serious crimes increase, lengths of sentences will
also increase. However, ALOS can be controlled to a degree by policy and management of the criminal
justice system. Factors driving ALOS include courtroom efficiency and early release policy.

As shown in the following table and chart, the County has seen positive growth in ADP in six of the last
nine years. Growth was highest in 2005 to 2007, but was negative in 2008 due to decreased ADM and
ALOS.

ADP, ADM, and ALOS — 1999 to 2008

1999 2000 2001 2002 2003 2004 2005 2006 2007

ADP 678 689 712 720 694 684 750 815 847
ADM 3,591 3,606 3,906 4,027 4,074 4,181 4,432 4,456 4,702
ALOS 68.9 69.7 66.5 65.3 62.2 59.7 61.7 66.7 65.8

831
4,670
64.9

Growth (% change) in ADP, ADM, and ALOS - 2000 to 2008
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Progress and future challenges
Progress:
= New Warden Hired. In February 2009, a new Warden was hired to replace the former Warden

who had retired in January 2008. The new Warden has over 30 years of experience in the state
prison system and was the Superintendent of a state prison before accepting the position.
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Challenges:

= Significant Pre-trial Population. Snapshot data provided by the prison (population as of
January 11, 2009) suggests that as many as 36.3 percent of inmates were incarcerated at court
arraignment or through capias by the court. While certain pre-trial offenders must be
incarcerated, some could be diverted from incarceration or could have their prison stays reduced
through improved efficiency in case processing.

A 2004 Prison Needs Assessment Report by Carter Goble Associates discusses the need for the
County to consider a more robust pre-trial screening program for all offenders. It is unclear
whether this recommendation was adopted, and the County does not have a formal ROR
(release on recognizance) program, or any other pre-trial diversion program. An ROR program
would require the support and cooperation of the District Attorney and the judges, as well as
some additional staffing.

To the extent that cases take longer to proceed to disposition and offenders are waiting in prison,
this increases the ALOS and ADP. Part of the idea of the Central Court was to allow cases to be
disposed faster. It is unclear whether this occurred, but the theory of moving toward disposition
with speed makes sense and has worked in other jurisdictions. It is also consistent with notions
of justice and deterrence (e.g. swift and certain punishment). Data for 2006 and 2007 suggest
that when compared to other counties with similar caseloads, a much higher percentage of cases
from magisterial district judges are bound to Common Pleas Criminal and a lower percentage of
Luzerne County Common Pleas cases are resolved by plea or ARD.

2006 COMPARATIVE COUNTY MAGISTERIAL DISTRICT JUDGE — CRIMINAL CASES

Bound

County New Disposed Bound %
Luzerne 6,979 6,844 2,002 29.3
Chester 6,617 6,926 1,700 24.5
Dauphin 8,712 8,736 1,517 17.4
Lehigh 7,309 7,123 1,229 17.3
Northampton 5,203 5,304 884 16.7
Lancaster 7,326 7,425 807 10.9
Average (not including Luzerne) 17.4

2007 COMPARABLE COUNTY COMMON PLEAS COURT — CRIMINAL CASES

New Disposed
County Cases Cases ARD % ARD Plea % Plea | ARD/Plea
Chester 5,216 6,326 1,215 19.2 3,942 62.3 81.5
Lehigh 4,951 5,598 1,517 27.1 3,003 53.6 80.7
Lancaster 4,773 5,194 678 13.1 3,477 66.9 80.0
Dauphin 5,291 5,830 913 15.7 3,712 63.7 79.3
Northampton 4,330 5,198 1,284 24.7 2,583 49.7 74.4
Luzerne 4,834 5,430 1,011 18.6 2,924 53.8 72.5
Average (not including Luzerne) 79.2

It is important to note that faster case processing and successful and expedited negotiation of
guilty pleas and releasing more pretrial defendants may not decrease admissions but will
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decrease the average length of stay as less defendants will be held awaiting trial. Increasing the
number of ARD dispositions can reduce admissions if alternative sentences successfully reduce
recidivism.

Prison Population Above Capacity and Growing. In 2004, Carter Goble Associates, Inc.
produced a prison population trends and projections report for Luzerne County. That report
projected ADP to be 904 by 2025. However, since then ADP has exceeded projections. The
following chart compares projected ADP with actual results:

900 1

847

850 T

800 1

750 7 731

700 | 684

Average Daily Population

650 -
—9—2004 Carter Goble Projections  —— Actual

600 T T T T )
2004 2005 2006 2007 2008

Note: These figures include inmates incarcerated in Luzerne County as well as Luzerne
County inmates incarcerated in other facilities.

ADP projections were updated in 2008; however the results are being reevaluated.

Because of factors such as “peaking” (actual population rising above ADP) and classification
(prisoners requiring temporary segregation, empty space due to physical plant problems), actual
bed needs are estimated to be 12.6 percent higher than ADP.

The prison is at or nearly at actual operating capacity, and if a new prison is built capacity should
be increased. However, incarceration trends in Luzerne County do not appear to be the result of
increased crime rates. Luzerne County saw a 17.7 percent increase in ADP from 2002 to 2007.
This increase has not, however, coincided with a similar increase in crime. During this period
Part | offenses were up 8.1 percent, Part Il offenses were up just 1.2 percent and total crime in
Luzerne County was up just 4.3 percent.

The increase in ADP in Luzerne County instead has been a result of the operation of the criminal
justice system. It is driven by a 16.9 percent increase in arrests, contributing to a 20.2 percent
increase in prison admissions and accompanied by a 5.3 percent increase in offender length of
stay. Notably, two-thirds of the net increase in arrests is the result of more larceny-theft arrests
(25.8 percent of the net increase) and arrests for less serious, Part Il offenses (41.1 percent).
The distinction between the increase in arrests and the increase in admissions may also be
attributable in part to parole and probation violations, rather than new criminal offenses.
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Offense Percent Change 2002 — 2007

Part | Criminal Offenses + 8.1%
Part Il Criminal Offenses +1.2%
Total Criminal Offenses +4.3%
Total Arrests +16.9%
Total Jail Admissions +20.2%
Average Length of Stay +5.3%
Average Daily Population +26.5%

Comparisons to other county prisons in counties with greater than 200,000 residents show that
Luzerne County’s incarceration rate initially show that Luzerne County’s incarceration rate is
close to the median. However, four of the six counties surveyed that have higher incarceration
rates also house significant federal prisoner populations (Lehigh, Dauphin, Lackawanna, and
York). Luzerne County’s incarceration rate is slightly higher than the statewide average. The
following chart compares the incarceration rate in Luzerne County with that of other counties with
populations greater than 200,000 for which data was available:

Incarceration Rates (per 1,000 population)
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Note: Lehigh, Dauphin, Lackawanna, and York Counties house significant federal
prisoner populations.

While the County may need to build a new prison to reduce staffing costs (and likely increase
security), there is not a clear case that it needs to do so to respond to crime rates in the County.
A new facility should not be built to house the projected population. Often, when new prisons are
built with generous capacities, they are almost immediately filled again and the jurisdiction is left
with the same problem. The underlying problem of accelerated rates of incarceration must be
addressed, and a new prison should be built primarily to increase efficiency and not to house the
projected population increase.

There are a series of population management strategies that the County should consider — some
have been suggested before and some may have been tried but without success. For example,
the County should investigate alternative sentencing programs to reduce the need for prison
space for low-level and non-violent offenders. Additionally, plea options should be explored as a
means to reduce the number of individuals incarcerated while waiting for arraignment.
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= Inadequacy of prison design requires higher staffing ratios than comparable county
prisons. According to a 2004 report by Robert Kimball and Associates, the prison’s design is
such that more officers are required than in facilities with the modern “pod” structure. The
prison’s cost of $88 per prisoner per day is significantly higher than the statewide average of $63
largely as a result of its design.

The high cost of operations at the Luzerne County Prison is due largely to the high staffing levels
required to maintain security. The following chart compares the number of security staff needed
per inmate in Luzerne County with that of county prisons with ADP greater than 500 in 2008. As
shown, Luzerne County had the highest staffing ratio, with 41.4 percent more security staff
needed per inmate.

Security Staff Per Inmate — PA County Prisons with ADP Greater Than 500 (2008)
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Source: PA Department of Corrections

Similarly, the daily cost per inmate at the Luzerne County prison is higher than that of all other
county prisons with ADP greater than 500 for which data was available. The following chart
shows the daily cost per inmate for county prisons with ADP of 500 or greater for 2008.
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Daily Cost Per Inmate - 2008

$100
$90 - $88
$80 - $76 g6 78
$70 ] ]
g %70 - s64  $66  —
g | >
g %0 sa9 951
N 1 $46
5 $50 - $42 —
g $40 -
O  $30 -
$20 -
$10 -
$0 L T T T T T T T T T
S Y S S S N e
o QS N X o \2
£ & &P Yy S S
F & & & @ & > & F S
v o& . F NGy ?\ N ©
@ \/’b $0°) eo

Source: PA Department of Corrections

In addition to the need for more corrections officers, the current configuration of the County prison
has also precluded Luzerne County from proceeding with other potential cost saving measures —
such as managed competition for both food services and the commissary. Prison officials state
that both of these past initiatives would be impractical given difficulties in accessing the current
facility.

The cost of a new facility would, however, be significant. Perhaps the newest county prison in
Pennsylvania, in Indiana County, has capacity for 254 inmates and an estimated cost of $26
million, or approximately $100,000 per bed. Butler County is opening a new 500-bed prison in
July 2009 for a cost of $43 million, or $86,000 per bed. The original estimates were between $30
million and $35 million. Luzerne County has most recently received estimates of $104 million for
a 1,500-bed facility, or approximately $70,000 per bed. An earlier estimate of $62 million was
proposed in 2005 for a 1,040 bed facility. Adjusted for inflation, this amounts to approximately
$65,000 per bed. Neither estimate includes estimates for contingencies and design costs.

But if by building the new facility, Luzerne County could reduce its operating cost per inmate per
day by $35 — which would still be higher than the cost in neighboring Lackawanna County — the
County would save an estimate $10.2 million annually.

= Recurring deficiencies on State DOC Inspection Reports. The Pennsylvania Department of
Corrections inspects each county correction facility annually for compliance with minimum
standards found in Title 37 Chapter 95. From 2005 to 2008, the DOC has reported deficiencies in
prisoner living areas including:

Wall surface deterioration

- Fractured glass windows

- Lack of space in kitchen area

Lack of support space for the medical area

The last two points, lack of space in both the kitchen and medical areas, are due to the fact that
the prison was originally designed for a smaller number of inmates than it now houses. The
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report notes, for example, that the kitchen was designed to serve 250 inmates but now serves
800.

No formal re-entry program. Shnapshot data suggests that approximately 21.8 percent of
offenders in the County prison are incarcerated because of their failure to comply with the terms
of parole or probation. Reducing parole failures through a formal re-entry policy and program
could reduce both the local prison population and crime in Luzerne County.

Significant state-sentenced population. In Pennsylvania, offenders sentenced to five years or
more are sent to state prisons, and offenders sentenced less than two years serve their
sentences in a county correctional facility. Judges are given discretion as to where inmates
sentenced two to five years will serve sentences. In some cases, it is preferable to keep state-
sentenced (more than two years) prisoners in their home counties. However, state-sentenced
inmates represent a cost to the County and are serving longer sentences than the average
county inmate. According to snapshot data from January 2009, Luzerne County has the seventh
highest percentage of state-sentenced prisoners. Three of the prisons in the top six are in
Philadelphia. The following chart shows the percentage of state sentence inmates in county
correctional facilities with 500 or more inmates as of January 2009.

30% 1

24.6%
25% —

20.1%20.1%
20% — =

14.6%14.6%

15% —

10.3%

State Sentenced Inmates (% of Total)

10% 87% %1%
. Statewide Average: 5.0% 4.4% 5.1%
5% 33%
0,
0.0% 0.0% 0.0% 0.1% 0.2% 0-7% 0-9%
o i T |
O & L & & & & @ O @& & @ ¥© @ & 0 & «
P FECFFEFECE S E
SN ) QY 0 0
o O ® £ W @ 3 & VU SR
R R v Y O @ & R R
; Q 2 Q° o AP NN
N4 O V@ X N W@
< ° N N NG
€ < A R

Source: PA Department of Corrections

Luzerne County is uniqgue among the group of counties in the preceding chart as the only county
with two state correctional facilities (Dallas and Retreat), and is one of five such counties
statewide. While it is possible that this influences the state-sentenced prisoner population in
Luzerne County, given the fact that this is one area in which the County can exercise some
control over ADP the reasons for the comparatively high percentage should be examined. To the
extent that the County can reduce its state-sentenced population, significant savings can be
achieved.

If Luzerne County’s percentage of state-sentenced inmates were equal to the State average, the
County could save approximately $2.2 million.
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Initiatives

Through a combination of the initiatives aimed at reducing the prison population, if the County can reduce
ADP to 2002 levels it can expect to save an estimated $1.0 million in FY2010 and $10.7 million over five

years.

PRO1.

PRO2.

Divert Offenders to Alternatives to Incarceration

Status: New
FY2009 Impact: NA Five-year impact: NA

Alternatives to incarceration (ATI) can reduce prison population in two ways. First, offenders
who would be willing to serve an alternative but unwilling to serve additional prison time and are
incarcerated waiting trial have more of an incentive to plead guilty. Second, offenders who
otherwise would be sentenced to prison time can be diverted to other programs.

The initial 2004 Carter Goble report is essentially silent on the potential of ATl programs to
reduce population, with the exception of electronic monitoring. The 2008 update report notes
the existence of both drug court and mental health court efforts in the county, but discounts the
potential impact on population or capacity needs. It is unclear what the intent, capacity or
effectiveness of the different programs in place. But mental health and drug treatment
diversion programs have succeeded in other jurisdictions.

Interviews to date suggest that both the mental health and drug courts are being used for early
intervention, and not for individuals that would typically be incarcerated. Other jurisdictions
have more comprehensive alternatives for repeat drug offenders who traditionally would have
been incarcerated. Investing in treatment could provide a significant return in the form of
reduced recidivism rates and safer, healthier communities.

Strategies to divert offenders to alternatives to incarceration include:

e Implement a formal release on recognizance (ROR) program.

e Expanded use of electronic monitoring.

e Expanded use of incentives to yield pleas and ARD dispositions rather than
trials.

e Therapeutic housing facilities

Employ ATI strategies for offenders sentenced for non-payment of child support
Status: New
FY2009 Impact: NA Five-year impact: NA

Another potential ATI focus might be on the roughly 40 offenders sentenced to prison for non-
payment of child support. This is exactly the type of non-violent offender who can be diverted to
an alternative program that more effectively results in actual payment, rather than punishment.

The U.S. Department of Health and Human Services, Office of Child Support Enforcement
maintains an online compendium of best practice alternatives to criminal prosecution. Potential
strategies include:

e Driver's License Reinstatement Notification (Guernsey County, Ohio). In 2007,
Guernsey County began including bright sheets of pink paper identifying the terms of
driver's license reinstatement with the notices sent to an obligor warning that their
driver's license could be suspended. Including the reinstatement requirements with the
notice of CSEA intent to suspend not only advises obligors of what will be required once
a suspension has been placed but also encourages them to make arrangements for
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PRO3.

PRO4.

payment before the driver's license is suspended. Printing this information on the bright
pink paper gets an obligor's attention more than a white piece of paper.

The Commonwealth of Pennsylvania defines a number of enforcement measures for non-
payment of child support. All of these options should be attempted and fully exhausted before
incarceration is attempted:

Match offenders to national and state new hire reporting records.
Federal and State tax refund offset programs.

Financial institution data matching.

Work requirements.

Credit bureau reporting.

License suspension.

Passport denial.

Lottery intercept.

Intercept of workers compensation and lump sum personal injury payment.
Publication of name.

Liens on real estate.

Establish a County policy on reentry
Status: New
FY2009 Impact: NA Five-year impact: NA

Reentry for offenders returning to the community is often difficult due to limited access to
employment opportunities and housing and the need on the part of many offenders for access
to substance abuse and mental health services. Increasingly, however, there is evidence that
supportive programs for returning offenders can have a significant impact on reincarceration
and thus on local jail population.

For example, a recent paper for the Brookings Institution by Harvard Professor Bruce Western
concluded that “transitional employment for up to six to twelve months immediately after prison
release is associated with reduced recidivism and increased employment, at least for the first
year or two after release.”™ Two programs resulted in reductions in new arrests of close to
twenty percent.

A twenty percent reduction in the number of beds allocated to parole violators — based on the
shapshot data referenced above — would reduce demand by approximately 37 beds. Based on
current per inmate per day costs, the potential savings over the course of a year would be
approximately $1.1 million. These savings, of course, would be offset by the costs of any new
program. In interviews to date, County prison officials have indicated that there is no formal
policy or program to reduce offender reentry in Luzerne County.

More aggressive utilization of State prison option for persons sentenced to greater than
two years

Status: New

FY2009 Impact: $0 Five-year impact: $9,328,315

The Commonwealth gives county courts the option to sentence individuals serving two to five
years in either a state prison or in the county prison. As of January 2009, approximately 14
percent of the prisoners in the Luzerne County prison were sentenced state prisoners. As

! www.brookings.edu/~/media/Files/rc/papers/2008/12_prison_to_work_western/12_prison_to_work_western.pdf
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previously mentioned, that gives Luzerne County’s prison the seventh highest percentage of
state-sentenced inmates among all county prisons.

To alleviate overcrowding and budget strains, the County should exercise this option to a
greater extent.

If the County could reduce the percentage of these prisoners to the statewide average of five
percent, it could save approximately $2.2 million annually.

The savings estimates below assume growth rates of 3.9 percent, consistent with budget
projections for the prison.

Fiscal Impact

FY2009 FY2010 FY2011 FY2012 FY2013 Total
Discount % 100% 0% 0% 0% 0% 0%
Fiscal Impact $0 $2,200,000 $2,285,800 | $2,374,946 | $2,467,569 $9,328,315

PRO5. Consider outsourcing the commissary and kitchen operation
Status: To be implemented from 2004 Plan
FY2009 Impact: NA Five-year impact: NA

The 2004 plan included recommendations to increase commissary revenue and reduce prison
food costs by contracting out both functions. This has not been done, and one reason cited is
difficulty receiving shipments.

Further thought and study should be given to this initiative, and the County should determine
the true cost of these operations including current benefits as well as post-employment
liabilities. A request for proposals may reveal that a private operation could save money over
time.

PR0O6. Consider building a new prison
Status: To be implemented from 2004 Plan
FY2009 Impact: $0 Five-year impact: TBD

The design of the current prison facility is a major factor in its high cost per inmate as compared
to other county facilities across the Commonwealth. While building a modern facility requires a
major investment by the County, the potential savings achieved would likely offset the projected
annual debt service.

Based on recent county correctional facility construction costs, construction of a new prison in
Luzerne County would likely be approximately $100,000 per bed. If a 1,000 bed prison is
constructed, the total cost would be an estimated $100 million, and the annual debt service
needed for the construction bond would be approximately $8.1 million over 30 years. A 1,500
bed facility would require an estimated $12.2 million in annual debt service for the same 30-
year period.

The savings achieved by building a new corrections facility would be found mainly in a
reduction in staffing complement. As discussed previously, the ratio of security personnel to
inmates in Luzerne County is significantly higher than that of the statewide average. Luzerne
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County staffs its prison with approximately 2.42 inmates per full-time security staff, compared to
the statewide average of 4.36.

It is not clear that this discrepancy is dependent entirely upon prison design, but it is thought
that a more modern and efficient “podular” prison would enable the county to reduce staffing
while still maintaining safety.

The following table shows the last five county prisons built in Pennsylvania. Based on the
number of beds and cost of these and other prisons, it is expected that Luzerne County could
build a new prison at a cost of $100,000 per bed.

County Year Built Cost Bed_ ADP (in house)
Capacity
2009 $43 179 (in current facility);
Butler (scheduled) million 512 250 to 260 est. in 2009
$26 97 in current facility, 117
Indiana 2009 - 254 total county prisoners in
million
2008
Wayne 2008 $16 186 79
million
Franklin 2007 $30 470 367
million
Mercer 2005 $22 286 266
million

The potential net savings achieved through building a new prison depends primarily on
construction cost and the population of the new prison. If the prison population continues to
increase, it is less likely that the operational efficiencies gained will offset debt service costs.
The following tables illustrate the impact of both ADP increases and a variety of cost per inmate
scenarios on the net savings or cost of building a new prison:

Net Savings/(Cost) from New 1,000 Bed Prison
$100 million, approx. $8.15 million in annual debt service

Cost Per Inmate

$50 $60 $70 $80
9,371,584 | 7,546,584 | 5,721,584 | 3,896,584 | 2,071,584
7,911,584 | 5,721,584 | 3,531,584 | 1,341,584 | (848,416)
6,451,584 | 3,896,584 | 1,341,584 | (1,213,416) | (3,768,416)
4,991,584 | 2,071,584 | (848,416) | (3,768,416) | (6,688,416)
3,531,584 | 246,584 | (3,038,416) | (6,323,416) | (9,608,416)
2,071,584 | (1,578,416) | (5,228,416) | (8,878,416) | (12,528,416)

Note: The net savings is the difference between current prison costs (as presented by the PA Department of
Corrections) and the new prison operating cost, including annual debt service. 2008 cost per inmate is $88
per PA DOC and Luzerne County.

As shown in the preceding table, if ADP remains at 700 to 800, the new prison would need to
enable savings of $28 to $38 per inmate to represent a net savings to the County. However, as
ADP rises to 1,000 daily inmate costs would need to decrease by about half.

The next table shows the net savings or cost yielded by a new prison with a similar matrix of
assumptions. The total prison cost is assumed to be $150 million, and annual debt service is
projected to be approximately $12.2 million over 30 years. Using those assumptions, the
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County could achieve net annual savings under very limited conditions. ADP would have to be
reduced or maintained, and if the daily cost per inmate were lowered to $60 from $88 ADP
would have to be as low as 500 to generate savings.

Net Savings/(Cost) from New 1,500 Bed Prison

ADP

500 5,301,584 | 3,476,584 | 1,651,584 | (173,416) | (1,998,416)
600 3,841,584 | 1651584 | (538,416) | (2,728,416) | (4,918,416)
700 2,381,584 | (173,416) | (2,728,416) | (5,283,416) | (7,838,416)
800 921,584 | (1,998,416) | (4,918,416) | (7,838,416) | (10,758,416)
900 (538,416) | (3,823,416) | (7,108,416) | (10,393,416) | (13,678,416)
1,000 (1,998,416) | (5,648,416) | (9,298,416) | (12,948,416) | (16,598,416)
1,100 (3,458,416) | (7,473,416) | (11,488,416) | (15,503,416) | (19,518,416)
1,200 (4,918,416) | (9,298,416) | (13,678,416) | (18,058,416) | (22,438,416)
1,300 (6,378,416) | (11,123,416) | (15,868,416) | (20,613,416) | (25,358,416)
1,400 (7,838,416) | (12,948,416) | (18,058,416) | (23,168,416) | (28,278,416)
1,500 (9,298,416) | (14,773,416) | (20,248,416) | (25,723,416) | (31,198,416)

$150 million, approx. $12.22 million in annual debt service

Cost Per Inmate

| $40

$50

$60

$70

$80

Note: The net savings is the difference between current prison costs (as presented by the PA Department of
Corrections) and the new prison operating cost, including annual debt service. 2008 cost per inmate is $88 per
PA DOC and Luzerne County.

In both scenarios, some level of “commissioning” would be needed in the first year of
operation. Officers need to be trained on new equipment and in new prison layouts
before prisoner populations can be house in the new facility. This may require significant
overtime expenditures, but can be mitigated somewhat by rotating officers through the
existing podular section of the current prison to be trained in a pod environment.

On its face and given the most recent prison population projections and historical trends,
reversing population growth and actually reducing ADP seems unlikely. However, even
in the face of alarming rates of prison population increases across the country, a number
of jurisdictions have actually been able to reduce ADP, including two counties in
Pennsylvania.

Erie County experienced a period of accelerated prison population growth through
October 2006, when the population reached a peak of 743. The prison, only built in
1995, was forced to send excess prisoners to other counties in 1998 and in 2003 second
bunks were added to a number of cells. However, due to new sentencing and parole
policies the county was able to reverse trends and as of 2008 annual ADP stood at 606,
down 18.4 percent from the October 2006 peak census.

Effective policy shifts noted by County officials include:

= Changes in how non-support offenders are sentenced. By incorporating an
offender’s ability to pay in sentencing decisions the County’s court was able to
reduce the average number of offenders incarcerated for non-payment of child
support from 124 in 2005 to 52 in 2008.

= Changes to sentencing policy for probation violators. In 2007, Erie County courts
reduced penalties for probation violators. A *“zero tolerance” policy had
previously been enforced, but was changed in favor of a more gradual approach
that includes verbal and written warnings.
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Franklin County had been experiencing steady growth in ADP, which increased from
312 in 2000 to 376 in 2005. The County’s consultants projected ADP to reach 600 by
2020. The County’s prison was designed to hold just 200 inmates.

Rather than building a new prison designed to hold the projected population, the County
decided to build a 470-bed prison and change the trajectory of ADP growth by
implementing a Day Reporting Center (DRC). The DRC is designed for low-risk, low-
level offenders who might otherwise be incarcerated. Eligible participants are released
early from jail and begin living at home and reporting to the DRC to receive treatment,
therapy, and life skills classes.

After implementation of the DRC, ADP dropped from 376 in 2005 to 328 in 2006. While
ADM actually increased, ALOS decreased from 62.45 to 52.09. By continuing to reduce
ALOS, the DRC has enabled the County to reduce its ADP further to 293 in 2009.

Scenarios

To illustrate the impact of changes in ALOS and ADM on ADP, five scenarios are shown
in the following graph.

= Scenario 1: Projected using average growth in ADP for 1999-2008 (2.38 percent)

= Scenario 2: Projected using average growth in ADP for 2004-2008 (5.09 percent)

» Scenario 3: Projected using 10-year average ALOS of 65.2, ADM at average growth
from 1999-2008 (3.00 percent).

= Scenario 4: Projected using a gradual reduction in ALOS to 50 by 2012. ADM uses
average growth from 1999-2008 (3.00 percent).

= Scenario 5. Projected using constant ADM of 4,670 (2008 actual) and a gradual
decrease in ALOS to 50 by 2012.

Average Daily Population Scenarios
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2010 2011
Scenario 1 851 871 892 913 935 1,102 1,239 1,393
Scenario 2 873 918 964 1,013 1,065 1,507 1,932 2,476
Scenario 3 859 884 911 938 966 1,189 1,378 1,598
Scenario 4 857 814 769 720 742 912 1,058 1,226
Scenario 5 832 768 704 640 640 640 640 640

Scenario 2's ADP projections, which use recent ADP growth rates to project future
growth, far outpace those of the other scenarios. This is driven by the relatively high
increases in ADP in 2005 and 2006, which were 9.6 percent and 8.7 percent respectively.

Scenario 4 includes assumptions similar to what occurred in Franklin County. ADM
continues to rise while ALOS is reduced gradually to 50.

Scenario 5 simply assumes that admissions are held constant at 2008 levels (4,670) and
ALOS is reduced to 50 by 2012. Note that ADP does not change if ALOS and ADM are
held constant.

Scenarios 1, 2, and 3 assume no intervention from the County, allowing current trends to
continue. Scenarios 4 and 5 reflect the assumption that the County can successfully
manage to reduce ALOS through the initiatives recommended in this report. Other
counties in the state have managed to do this, and crime rates and county population
trends do not indicate that Luzerne County suffers from significant crime increases and
general growth. If a new prison is to be built, it should be built only to a capacity that is
absolutely necessary, not to house a projected population based on current and
unsustainable trends.

In addition to a new adult prison, the County should also explore options for creating a
regional juvenile detention center in partnership with neighboring counties. By sharing
capital and operating costs and leveraging additional purchasing power, the County and
its partners could realize savings and achieve greater economies of scale.
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911

Overview

Luzerne County 911 provides 911 communications service for County residents and dispatches
emergency services for 74 of Luzerne County’s 76 municipalities. There are currently 85 filled full-time
employees, 60 of whom are operators in the 911 call center.

The majority of 911 expenditures are eligible for reimbursement under Pennsylvania Act 78, the Public
Safety Emergency Telephone Act (PSETA). Funds come from a $1.25 monthly charge to Luzerne
County landline telephone subscribers and a $1.00 monthly charge to all County wireless telephone
subscribers. The wireless charge was added in December of 2003 when Governor Rendell signed into
law Act 56.

Historic Employee Count

2006 2007 2008 2009

Bureau

Actual Actual Actual Budget

Chief of Public Safety 0 1 1 0
Executive Director 1 0 0 0
Deputy Director 0 1 1 1
Lead Supervisor 1 1 1 1
PSAP Manager 2 1 1 1
PSAP Supervisor 7 9 8 7
Voice Support Supervisor 1 0 0 0
Intra-Gov. Coordinator 1 1 1 1
Training Coordinator 1 1 0 0
Tech. Support Manager 0 1 1 1
Tech. Support Supv. 0 1 1 1
Tech Support Specialist 0 1 1 1
Exec. Secretary/Ofc. Mgr. 1 1 1 1
Telecommunicator 72 65 63 60
Data Control Specialist 6 3 2 2
Data Mapping Specialist 0 0 1 1
QA Officer 0 0 1 1
Pub. Awareness Spec. 0 0 1 1
911 Support Floater 1 0 0 0
Clerk/Data Entry 3 3 3 2
Building & Grounds Supv. 1 1 1 1
Groundskeeper 2 2 2 2
Total 100 93 91 85
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Department headcount has decreased from 100 in 2006 to 85 in the 2009 budget. Telecommunicator
positions represent most of the reduction, with 12 positions cut since 2006.

Budget data

Historical expenditures — 911 (General Fund

2006 2007 2008 2009 Growth

Actual Actual Actual Budget %
Salaries and Wages 2,933,528 | 2,981,944 | 2,288,499 | 3,374,474 15.0%
Benefits 913,926 991,949 910,556 | 1,397,941 53.0%
Operating Supplies 16,892 11,126 9,379 6,000 | -64.5%
Maintenance and Equipment 148,951 124,904 114,517 148,775 -0.1%
Other Expenses 559,738 584,364 638,847 45,400 | -91.9%

Total Expenditures

4,573,035

4,694,287

Projected baseline expenditures — 911 (General Fund)

Category

2010

2011

3,961,798

2012

4,972,590

2013

Growth

Projected

Projected

Projected

Projected

%

Salaries and Wages 3,350,728 3,451,250 | 3,554,787 | 3,661,431 9.3%
Benefits 1,474,429 1,566,838 | 1,665,408 | 1,770,563 | 20.1%
Operating Supplies 6,144 6,291 6,442 6,597 | 7.4%
Maintenance and Equipment 169,882 173,947 178,115 182,388 | 7.4%
Other Expenses 46,551 47,731 48,942 50,183 7.8%

5,047,734

5,246,057

5,453,694

5,671,162

Progress and future challenges

Progress:

= Implementation of Kimball Report recommendations. In August 2006, the County contracted
with Robert Kimball & Associates (Kimball) to perform a comprehensive evaluation of 911 center
operations. The Kimball report includes recommendations for four components of the 911
Center's operations: Technology; Infrastructure/Facility; Operations; and Accreditation
Readiness. Luzerne County 911 has implemented many of Kimball's recommendations, and is in
the process of implementing remaining recommendations for which funding is available.
Completed initiatives include:

- AVirtual Private Network (VPN) that allows secure remote data access.

- Complete evaluation of the Center’s electrical grounding.

- Replacement and reconfiguration of furniture.

- Continuing progress toward the Public Communications Accreditation Program through
the Commission on Accreditation of Law Enforcement Agencies (CALEA), with an
extension through February of 2009 (status?)

Luzerne County 911 continues to work towards accreditation, and is in the process of
implementing additional recommendations from the Kimball Report.

= Hired Consultant to prepare Act 78 applications and reconcile expenditures. The County
had previously combined wireless and wireline-eligible expenditures in one account within the
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General Fund. Because each category of expenditures has different restrictions governing their
use, they had to be separated into two distinct funds outside of the General Fund. A Consultant
was hired to reconcile the accounts, and the County now maintains two separate funds for these
revenue sources and their associated expenditures.

In addition, as noted in the County’s 2007 audit, prior to 2008 the County had not been properly
budgeting for 911 costs in excess of limits imposed by Act 78. The General Fund was forced to
reimburse the 911 fund approximately $3.1 million in unbudgeted funds in 2008. The County,
along with the Consultant, worked to develop and implement new fiscal controls to ensure that
funds are properly budgeted in the future and that such a large discrepancy does not occur.

Eliminated expenditures for uniforms. The County eliminated approximately $13,000 in
expenditures for employee uniforms. Uniforms are not required by union contracts, and are
unnecessary for staff working in the call center.

Began leasing space on County antennas. The County receives $2,000 each month from T-
Mobile for antenna space.

Challenges:

Funding. In recent years, available funding from charges to landline subscribers has decreased
significantly while wireless funding as increased as users shift from traditional landlines to cellular
telephones. While some expenditures are eligible for reimbursement through both sources,
others are eligible for reimbursement from just one fund.

The percentage of reimbursed expenses through wireless funds is equal to the percentage of
calls taken at the 911 center from wireless telephones. During Pennsylvania fiscal year 2008/09
(June 1 to July 31), the County was eligible for reimbursement of 44.0 percent of accepted
wireless expenditures. In FY2009-10 the County can receive 51.2 percent or eligible wireless
expenditures.

When Act 78 was drafted in 1990 and amended in 1998 to include charges on wireless accounts,
current and future changes in technology were not fully anticipated. The State legislature is in the
process of drafting changes to Act 78 so that the Act is both supportive of current technology and
flexible enough to support the adoption of future 911 technology. Another potential change is to
create one list of eligible expenditures for reimbursement rather than separate lists and
requirements for wireless and wireline telephone lines.

Vacancies and staff reductions. Luzerne County 911 is operating with an acting Director who
is also acting Director of the Department of Public Safety. As of February 2009, there were five
funded vacant Telecommunicators, two vacant PSAP Supervisors, and one vacant Clerk Typist.

The Kimball report, using a formula developed by the Association of Public-Safety
Communications Officials (APCO) recommended staffing the center with 67 Telecommunicator
positions, which would represent an increase of seven positions over 2009 staffing levels.

Initiatives

XX01. Coordinate IT and telecommunications expenditures with the County’s IT Department
Status: To be completed from 2004 Plan
FY2009 Impact: NA Five-year impact: NA
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XX02.

XX03.

911 and the County could likely reduce per-unit costs for computers and telecommunications
equipment and services if these purchases were bundled with other County IT purchases.

Develop a capital plan

Status: New
FY2009 Impact: NA Five-year impact: NA

Luzerne County 911 does not currently have a capital plan. A three to five year capital plan
should be developed to determine the amount of 911 Construction Fund dollars available in
each year and the amount of wireless/wireline funds needed for planned construction projects.
The County should update the capital plan annually to adjust for changes in the Construction
Fund balance and status of construction projects.

Consider OQutsourcing Maintenance and Support
Status: New
FY2009 Impact: NA Five-year impact: NA

As recommended in the Kimball Report the Department should consider outsourcing
maintenance and support functions. Completing work using County staff has proved cost-
effective, however the Call Center staff is stretched thin and any staff reduction could threaten
the ability to adequately support emergency services. Outsourcing these functions would allow
the department to focus on core emergency services and enable needed flexibility.

In some cases, it may be more cost-effective to train in-house staff to perform maintenance and
support functions. In those cases, the County must be careful not to rely on in-house staff at
the expense of core emergency service functions, and may consider hiring additional
employees or backfilling vacant positions. This should only be done if a thorough cost-benefit
analysis determines that the full cost of an employee performing these functions (including
salary, current and post-employment benefits, and training costs) is less than that of a service
contract.
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Emergency Management

Overview

Luzerne County’'s Emergency Management Agency is responsible for the judicious planning, assignment,
and coordination of all available resources for an integrated program of prevention, mitigation,
preparedness, response, and recovery for emergencies of any kind that may occur within the County.

The Commonwealth or the County mandates all of the Department’s major activities. These include:

Maintaining a County Emergency Operations Plan

Administering the County Hazardous Materials/Act 165 Program. Facilities that store, use,
or manufacture hazardous substances are required to submit inventories of high levels of
hazardous substances and submit fees to the County EMA.

Oversee the functions of the Local Emergency Planning Committee (LEPC). This is
required by Act 165 legislation.

Assist facilities that have extremely hazardous chemicals on hand that meet or exceed
reporting thresholds to develop Offsite Emergency Response Plans.

Work with the East Central Pennsylvania Counterterrorism Taskforce. This consists of the
Emergency Medical Services Task Force, the Fire Service Task Force, and the Law Enforcement
Task Force.

Assist all 76 Luzerne County municipalities annually to update the Emergency Operations
Plan.

Respond to the second alarm for high severity incidents at the Forty Fort airport

Assist with emergency planning and FAA exercises at the airport.

Monitor and disseminate weather information. This allows the County to respond to severe
weather events.

Provide training on safety equipment at the County’s nuclear plant.

Conduct Pennsylvania Emergency Management Agency-required quarterly training for all
County coordinators.

Coordinate hazardous materials response for presidential and other high-level visits.

Make equipment purchases for anti-terrorism activities from federal, state, and East
Central Counterterrorism Task Force funds.

Act as the County’s Risk Manager. In this role the Agency investigates employee injuries,
evaluates safety suggestions, and makes recommendations to reduce injuries.

Historic Employee Count

Position 2006 2007 2008 2009
Actual Actual Actual Budget
EMA Coordinator 1 1 1 1
Deputy/Op. and Training 1 1 1 1
Act 165 Coordinator 1 1 1 1
EMA Municipal Coord. 1 1 0 0
Total 4 4 3 3

All staff are on call at all times, 24 hours a day, seven days a week, and are relied upon to coordinate the
County’s response to emergencies. The Department also relies on a large number of volunteers that staff
the operations center in the event of an emergency.
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2008

Growth
%
-32.1%
9.5%

2009
Budget

Budget data
Historical expenditures — Emergency Management
2006 2007
Category Actual Actual Actual
Salaries & Wages 172,369 59,378 81,202 117,057
Benefits 42,149 39,686 21,231 46,153
Operating Supplies 6,393 9,632 4,050 6,000 -6.1%
Maintenance and Equipment 52,152 47,360 31,792 37,920 -27.3%
Other Expenses 43,959 30,811 17,720 41,645 -5.3%
317,022 186,867 155,995 248,775  -21.5%
Projected baseline expenditures — Emergency Management
Category 2010 2011 2012 2013 Growth
Projected Projected Projected Projected %
Salaries & Wages 116,233 119,720 123,312 127,011 9.3%
Benefits 48,642 51,672 54,902 58,348 20.0%
Operating Supplies 6,144 6,291 6,442 6,597 7.4%
Maintenance and Equipment 43,246 44,215 45,205 46,218 6.9%
Other Expenses 42,714 43,810 44,935 46,089 7.9%
256,979 265,708 274,796 284,263 10.6%

This grant is available through PEMA

Revenue
PEMA Emergency Management Performance Grant.

The Agency receives revenue from a number of sources including:
and may be used to pay for salary and benefits for the EMA Coordinator and Deputy/Operations
Funds come from a fee paid by the five

Training.
Radiation Emergency Response Fund (Act 147).

nuclear generating stations to the Commonwealth and distributed to at-risk and support counties.
$1,000 is paid to 19 municipalities within the County and the remainder is used for County

Hazardous Materials (Hazmat) Emergency Planning and Response Grant (Act 165). This is

collected from a $75 per hazardous chemical fee and $100 planning fee for extremely hazardous
EMA assesses the fee and uses the proceeds to pay 75 percent of the salary and

expenditures.
benefits for the Act 165 Coordinator and to make purchases of items related to hazardous

materials.
materials response.
Hazmat Response Fund Grant.
Revenue 2006 2007 2008 2009
Actual Actual Actual Budget
PEMA Emergency Mgmt. Grant 50,703 0 78,399 0
Radiation Emergency Response
Fund (Act 147) 33,270 31,775 0 47,000
Hazmat Emergency Planning and
Response (Act 165) 40,246 45,925 49,850 0
Hazmat Response Fund Grant 12,319 11,051 22,816 0
Total Major Revenue Sources 136,538 88,751 151,065 47,000
Five Year Financial Plan Emergency Management
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Progress and future challenges

Progress:
Performing all duties with only three full-time employees.

approximately ten “core” volunteers.
Operators during post-business hours to handle EMA calls.

Luzerne County EMA'’s three

dedicated employees have been able to manage all mandated functions with the help of
The department has also been able to use county 911

Emergency Management

Five Year Financial Plan
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Moon Lake Park

Overview

Moon Lake Park is located in Plymouth Township, west of Wilkes-Barre off State Route 29. The 648 acre
park is open for public use April through October and contains camp sites, a swimming pool, a boat
marina, picnic facilities, athletic fields, hiking trails, and a disc golf course. Limited winter activities include
cross-country skiing, ice fishing, and sledding/tubing.

Historic Employee Count

Position

Director 1 1 1 1
Parks Foreman 1 1 1 1
Maintenance 1 1 1 1
Clerk Typist 1 1 1 1
Total 4 4 4 4

In addition to the four full-time positions the park has consistently maintained, seasonal per-diem
employees were also used until 2009. Per diem positions included lifeguards, pool attendants, summer
maintenance staff, and naturalists.

Facilities

= 63 tent and trailer camp sites

= Olympic-sized swimming pool, wading pool, and bathhouse
=  Boat marina

=  Nature Education Center

=  Two large picnic areas and smaller pavilion

= 20 miles of hiking trails

= Basketball and tennis courts

= Softball fields

= Nine-hole disc golf course

Budget data
Salaries and wages have decreased significantly since 2006 due to reductions in part-time seasonal staff.

The County is self-insured for health insurance, and actual health insurance payments reflect employee
healthcare costs rather than regular premiums paid to insurance companies.

Five Year Financial Plan Moon Lake Park
Luzerne County, PA
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Historical expenditures — Moon Lake Park

2006

2007

2008

2009

Growth

Actual

Actual

Actual

Budget

%

Total Expenditures

Category

Projected baseline expenditures — Moon Lake Park

2010

Projected

2011
Projected

2012

Projected

2013
Projected

Salaries and Wages 267,914 | 213,803 | 189,282 77,467 -71.1%
Benefits 141,878 | 233,359 39,569 31,523 -77.8%
Operating Supplies 18,790 22,559 19,172 21,000 11.8%
Utilities 41,492 53,485 45,764 58,200 40.3%
Vehicle Fuel 9,754 13,673 18,591 18,260 87.2%
Maintenance and Equipment 17,894 22,541 15,895 17,650 -1.4%
Other Expenses 13,913 16,570 16,014

Salaries and Wages 76,535 78,831 81,195 83,631 9.27%
Benefits 33,213 35,241 37,399 39,701 19.53%
Operating Supplies 21,504 22,020 22,549 23,090 7.38%
Utilities 70,817 72,757 74,768 76,852 8.52%
Vehicle Fuel 18,808 19,372 19,953 20,552 9.27%
Maintenance and 18,074 18,507 18,952 19,406 7.37%
Equipment

Other Expenses 17,158 17,547 17,946 18,355 6.98%
Total Expenditures 256,109 264,275 272,762 281,587

Revenue 50,500 50,500 50,500 50,500 0.00%
Net Cost 205,609 213,775 222,262 231,087 12.39%

Progress and future challenges

Progress:

= Facility upgrades. The Department was recently able to build three new pavilions, install over
100 new picnic tables, upgrade campsite fire rings, replace the roof on the maintenance building,
and re-carpet the nature center.

= Transferred security officers to County Security Department.

= Reinstated park services utilizing federal stimulus funding. In May of 2009 the County
opened Moon Lake Park full time and restored camping services using federal stimulus funds
from the American Recovery and Reinvestment Act. The Luzerne County Workforce Investment
Development Agency secured funds to support eight full-time employees that will staff the park
for the summer. While the pool remains closed, the park will be open to the public seven days
each week rather than only Wednesday to Sunday as it had been before funding was secured.

Five Year Financial Plan Moon Lake Park
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Challenges:

= Lack of funding for seasonal staff led to partial closure. Moon Lake was staffed by 33 per
diem employees in 2008. These positions included maintenance staff, pool attendants,
lifeguards, and naturalists. The staff decrease resulted in a limited opening of the park beginning
April 1. All camping activities were suspended, and the pool and nature center are both closed.

While the County is able to use federal stimulus funding to restore daily park operations in 2009,
these funds are non-recurring and cannot be relied upon in the future.

Initiatives
MLO1. Consider transitioning Moon Lake Park to a newly-created non-profit agency

Status: To be completed from 2004 Plan
FY2009 Impact: $0 Five-year impact: $872,733

The 2004 Plan included a recommendation to transfer responsibility for Moon Lake Park from
County government to a non-profit entity. An appropriate mechanism may be a non-profit
organization dedicated to the operation and care of Moon Lake Park. Non-profits can engage
communities in ways that a government cannot. Individuals can passionately dedicate
themselves to a non-profit's cause to an extent difficult with a government agency. In
particular, many donors are reluctant to give money directly to the County. In addition, it is
difficult for the County to pay for fundraising staff and related expenses.

The Park is a regional asset that should be preserved, however given current fiscal constraints
the County needs to consider alternative funding for park operations and maintenance. If funds
cannot be secured through non-County agencies and organizations or dedicated millage, the
County should consider temporarily closing Moon Lake and the Recreational Complex (see
initiative MLO2, below).

Fiscal Impact

FY2009 FY2010 FY2011 FY2012 FY2013 Total
Discount % 100% 0% 0% 0% 0% 0%
Fiscal Impact $0 $205,609 $213,775 $222,262 $231,087 $872,733

MLO2. Permanently Close Moon Lake Facilities Unless Dedicated Revenues are Identified
Status: New
FY2009 Impact: $0 Five-year impact: $872,733

Given current and projected fiscal constraints, the County cannot continue to provide all
services that it has in the past. If the County cannot find continuing alternative funding or a
non-profit operator, it should consider temporarily closing Moon Lake and the Recreational
Complex until its financial picture changes.

Five Year Financial Plan Moon Lake Park
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This initiative assumes that the facility would be mothballed, staff would be laid off and utilities
disconnected, with very minimal occasional maintenance by other remaining County staff.

200
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Recreation Department

Overview

The Recreation Department maintains the Luzerne County Recreational Complex in Forty Fort. The
County hosts basketball, softball, and soccer leagues and tournaments at the complex and at other
facilities throughout the County.

The Department also maintains the Seven Tubs Nature Area, a recreational trail approximately four miles
southeast of downtown Wilkes-Barre. Maintaining the Recreational Complex includes grass mowing,
fertilization, and field maintenance.

At the time of the 2004 EIP, the Recreation Department provided mental retardation socialization
programs for children and adults. In July 2008, these services were transferred to an outside provider
and are no longer funded from the Recreation Department’s budget.

Historic Employee Count
The Department currently consists of just one Director position. The Deputy Director and Secretary/Clerk

positions were eliminated as part of the County’s layoffs, and additional per diem positions are currently
not funded in the 2009 budget.

Position

Director 1 1 1 1

Deputy Director - 1 1 1 0

Maintenance

Secretary/Clerk 1 1 1 0

Total 3 3 3 1
Facilities

=  Forty Fort Recreational Complex
= Seven Tubs Nature Area

Budget data

Salary and wage costs decreased significantly in the FY2009 budget as a result of layoffs. In 2009,

“Other Expenses” includes $18,100 for a field fertilization contract that had previously been budgeted in

“Maintenance and Equipment.”

Historical expenditures — Recreation Department

2006
Actual

2007
Actual

2009
Budget

Growth
)

Salaries and Wages 119,553 | 141,897 141,891 93,563 -21.7%
Benefits 17,715 18,811 52,396 19,956 12.7%
Operating Supplies 3,935 4,035 6,011 6,850 74.1%
Maintenance and Equipment 23,383 15,352 17,399 3,050 -87.0%
Other Expenses 3,861 4,219 3,194 25,080 549.6%
Total Expenditures $168,446 | $184,314 | $218,637 | $148,499 -11.8%

Five Year Financial Plan Recreation
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Projected baseline expenditures — Recreation Department

Cateqor 2010 2011 2012 2013 Growth
gory Projected Projected Projected Projected %

Salaries and 92,905 95,692 98,562 101,519 9.3%

Wages

Benefits 20,763 21,914 23,137 24,437 17.7%

Operating 7,014 7,183 7,355 7,532 7.4%

Supplies

Maintenance and 3,123 3,198 3,275 3,354 7.4%

Equipment

Miscellaneous 25,278 25,482 25,691 25,907 2.5%

149,083 153,469 158,020 162,749

Progress and future challenges

Progress:

= Luzerne County Open Space and Recreation Feasibility Study. The County commissioned
the Urban Research and Development Corporation (URDC) to examine how the Luzerne-
Lackawanna Bi-County Open Space, Greenways & Outdoor Recreation Master Plan might be
implemented. URDC's study recommends establishing a new Parks, Trails, and Open Space
Authority to oversee the County’s parks and recreation programs.

Challenges:

= Staff shortages. The Department is currently not funded for spring and summer per diem
positions which have traditionally been used to maintain fields and facilities.

= Recreation Complex needs. The URDC Needs Assessment identifies a number of capital
needs at the Forty Fort Recreation Complex and Seven Tubs Nature Area. These include
recreation equipment (volleyball and soccer nets), water and electricity infrastructure installation,
restroom buildings, and maintenance buildings.

Initiatives

RECO01. Seek new funding sources for recreation programs and facilities
Status: New
FY2009 Impact: NA Five-year impact: NA

General Fund resources for the County’s parks and recreation programs are extremely limited,
and given the County’s current financial position it is unlikely that significant increases will
become available in the short term. The County has not budgeted funds to staff its recreation
facilities in 2009, and if alternatives are not identified those facilities and associated programs
will be difficult to open.

Fees are charged for pavilion and field rentals, however in 2008 total revenue generated by
fees was $23.040 or 10.5 percent of department expenditures. Given the County’s current
budget crisis, optional programs must be considered for possible reductions and facilities
considered for closure if alternative funding sources cannot be identified.

Five Year Financial Plan Recreation
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The County should consider transferring management of County parks and recreation facilities
to a newly created non-profit organization. The County may wish to include an annual
maintenance of effort (MOE) contribution. In the face of a growing fiscal deficit, if discretionary
programs cannot be adequately funded through existing resources then the County should
yield management and financial responsibility to another organization with the resources and
flexibility to provide those services. A non-profit organization is more likely to receive monetary
or in-kind donations from corporations and individuals.

The County levies 0.0204 mills dedicated to parks and recreation, and the revenue generated
by the dedicated millage is roughly equal to expenditures for Moon Lake and the Recreation
Department. If the County were to transfer responsibility for parks and recreation to a non-profit
agency, it would either have to maintain the dedicated millage to partially fund the agency’s
operating budget or eliminate the dedicated millage and use it to offset any future tax
increases.

Five Year Financial Plan Recreation
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Environmental Special Projects

Overview

Environmental Special Projects (ESP) administers three main programs:

West Nile Virus Program. The Pennsylvania Department of Environmental Protection (DEP)
provides partial funding for this program. The DEP grant covers three components: surveillance,
larviciding, and adulticiding. The Department uses outside contractors to manage most of the
work.

Gypsy Moth Program. In July and August, public notices are placed in local newspapers
alerting the public to the upcoming September survey of the entire county, which usually takes
approximately six to eight weeks. The State Department of Conservation and Natural Resources
contracts with private agencies to spray County acreage, and the County pays a share of the
costs.

Black Fly Program. The Black Fly Program involves spraying 42 miles of Susquehanna
riverfront on a bi-weekly basis from May through September. The State DEP pays for all
administrative and monitoring costs and invoices the County for the local share of the treatment
operations at the end of each season.

Historic Employee Count

. 2006 2007 2008 2009
Title
Budget
Director 1 0 0 0
Environmental Technician 2 2 3 3
PT Env. Technician 1 2 2 1
PT Larviciding Technician 1 2 2 0

Budget data

Historical expenditures — Environmental Special Projects

2006 2007 2008 2009
Actual Actual Actual Budget
Salaries and Wages 157,163 98,978 120,899 58,176 -63.0%
Benefits 21,328 15,433 17,735 41,648 95.3%
Operating Supplies 28,482 13,978 12,311 21,504 -24.5%
Maintenance and Equipment 0 0 10,905 10,800 N/A
Other Expenses 149,975 | 123,502 | 254,206 | 305,204 | 103.5%

Total Expenditures

$356,947 $251,891 $416,056 $437,332

22.5%

Five Year Financial Plan
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Projected baseline expenditures — Environmental Special Projects

Catedqor 2010 2011 2012 2013 Growth
gory Projected Projected Projected Projected %

Salaries 57,767 59,500 61,285 63,123 9.3%

Benefits 44,169 47,064 50,157 53,460 21.0%

Operating Supplies 22,020 22,549 23,090 23,644 7.4%

Maintenance and

Equipment 11,059 11,325 11,596 11,875 7.4%

Professional 286,560 293,438 300,480 307,692

Services 7.4%

Other 26,029 26,716 27,421 28,145 8.1%

460,592

474,029

487,939

447,604

Progress and future challenges

Progress:

Established user fee for Gypsy Moth Spray Program. In February 2009, the County approved
a $41 fee for property owners receiving gypsy moth suppression services. This fee fully funds the
County’s cost share for the program as well as salary and benefit costs for County employees
involved with the administration of the program, GIS services, and postage. [how do they intend
to collect it? How much are we talking about?]

Challenges:

Loss of per-diem seasonal workers. At one time, the Department was able to fund several
part-time Larviciding Technicians and Environmental Technicians. However, these positions
were eliminated when the County removed all per-diem positions from the FY2009 budget.
Without the additional help provided by per-diem staff in busy seasons the Department will
struggle to complete work done in-house.

Initiatives

EPOL1.

EPO2.

Consider transitioning Environmental Special Projects functions to the Luzerne County
Conservation District

Status: To be implemented from 2004 Plan
FY2009 Impact: NA

Five-year impact: NA

Twenty-two Pennsylvania counties currently have conservation districts that coordinate West
Nile Virus surveillance programs, and a number of county conservation districts also coordinate
gypsy moth and black fly suppression programs. This precedent indicates that it would be
possible to transfer these functions to the Luzerne County Conservation District to create
economies of scale and reduce total staffing needs. The County should consider the benefits
of such a transfer, taking into consideration funding structure, cost and other factors.

Consider Not Participating in the Commonwealth’s Black Fly Suppression Program
Status: To be implemented from 2004 Plan
FY2009 Impact: $0

Five-year impact: $415,376
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While the Commonwealth’s Department of Environmental Protection pays for all administrative
and monitoring costs of the Black Fly Suppression Program, the County is invoiced for a local
share of treatment operations at the end of each treatment season. In FY2009, the County
budgeted $103,844 on the local share of the program.. While black flies are a nuisance, they
generally pose no serious health risk to people. The County should consider non-renewal of
the treatment program to save an estimated $103,844 in FY2010.

Counties are not required to participate in the program. In 2009, 34 of Pennsylvania’'s 67
counties opted not to participate in the program, including four of the seven counties bordering
Luzerne. The following map shows participating and non-participating counties in the

Commonwealth:

PA Black Fly Suppression Program: Participation by County
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Fiscal Impact

FY2009 FY2010 FY2011 FY2012 FY2013 Total
Discount % 0% 0% 0% 0% 0% 0%
Fiscal Impact $0 $103,844 $103,844 $103,844 $103,844 $415,376

Five Year Financial Plan Environmental Special Projects

Luzerne County, PA
206




ﬁw'"ll’lr

Solid Waste Management

The Solid Waste Management Department (SWM) provides a variety of programs related to the
promotion and facilitation of recycling in the County’s municipalities, including: grant application

assistance; assistance starting new recycling programs or improving existing ones; assistance in

Overview
marketing recycled goods, and public education efforts.

The County is the Act 101 Coordinator for the 76 municipalities located in its borders. Act 101 mandates
curbside collection programs for municipalities with populations over 5,000, and requires counties to
submit municipal solid waste management plans annually. One employee is designated as the Act 101

Coordinator, and 50 percent of a Coordinator’s salary is reimbursed by the Commonwealth.
SWAM is currently staffed by two full-time positions: a Recycling Coordinator and a Bookkeeper.
Historic Employee Count
‘ 2006 2007 2008 2009
Budget
Recycling Coordinator 1 1 1 1
Bookkeeper 1 1 1 1
Clerk Typist/Secretary 1 0 0 0
3 2 2 2

%

Budget

66,900
29,917
1,200

81.2%
-59.4%
-23.9%

2008
Actual
67,198

Total
Due to the elimination of one position in 2007 and a reduction in per diem employee headcount, salary

2007

and wage costs have been reduced by 38.9 percent from 2006 actual expenditures to the 2009 adopted
budget. Note that benefit costs are based largely on the allocation of expected aggregate county health
Growth
Actual

Historical expenditures —

Category
Salaries

2006
Actual
109,420
16,506
2,956

70,697

10,532

3,276
84,505

10,937
728

78,863

Budget data
benefit payments and may not reflect the actual benefit expenditures expected in individual departments.
2009
-38.9%

98,017

2013

Growth
)

9.3%

Benefits
Other

Category

128,882

2010
Projected

66,095
31,580
1,229

Projected
68,078

33,551

1,258

Projected baseline expenditures — Solid Waste Management
2011
70,120

2012
Projected

35,652
1,288

102,887

Projected
72,223

107,060

37,894
1,319
111,436

20.0%
7.3%

Solid Waste Management

Salaries
Benefits

Other
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Progress and future challenges
Progress:

= Successful Electronics Collection. The County conducts the largest one-day electronics
collection east of the Mississippi River each year. The County’s tire collection program is the
largest in the Commonwealth. Both special collections are funded by the Commonwealth.

Challenges:

e Uncertainty of State Department of Environmental Protection (DEP) grant for special
collection events. Act 155 of 1994 provides counties a 50 percent reimbursement of the
developmental and operational costs associated with household hazardous waste collection
programs, up to a total of $100,000 per county per year. However, this State grant was
transferred from the DEP Recycling Fund to the State’'s General Fund for State FY2009-10. Until
the State’s final budget is approved, the County should not expect the grant to be funded.

Initiatives

XX01. Consider transitioning SWM and Environmental Special Projects functions to the
Luzerne County Conservation District
Status: To be implemented from 2004 Plan
FY2009 Impact: NA Five-year impact: NA

Transferring SWM to the Luzerne County Conservation District could create economies of
scale, decreasing staffing needs and allowing the County to deploy resources where needed.

Bedford, Perry, and Fulton Counties have Conservation Districts that serve as the County
recycling coordinator. Westmoreland County signed a memorandum of understanding in 1997
authorizing a non-profit organization as the County’s Recycling Coordinator. 30 other county
recycling coordinators are Solid Waste Authorities or Planning Commissions, including
Columbia, Monroe, and Sullivan in the northeastern part of the State.
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Office of Human Services

Overview

The Luzerne County Office of Human Services (OHS) acts to ensure the effective and efficient delivery of
human services through system-level coordination and management. To accomplish this mission, OHS
oversees planning, needs assessment, personnel function, resource allocation, leadership, and
accountability for agencies within the Department of Human Services. OHS is fully funded by the
agencies it oversees with each paying for the percentage of time an OHS employee works on a task for
their agency.

OHS oversees the following human services agencies:

- Area Agency on Aging

- Children and Youth Services

- Commission on Women

- Drug and Alcohol Program

- Mental Health / Mental Retardation Program
- Transportation Department

OHS leads coordination and implementation efforts for the “No Wrong Door” policy within the department.
This policy aims to create a family-friendly, cost-effective service delivery model by coordinating services
between the various departmental agencies as well as with local not-for-profit organizations.

Since there are many families in the system, it is often the case that they use or need several different
services from the various human services agencies. For this reason, the “No Wrong Door” policy was
created and continues to be managed by OHS. Essentially, there are three aspects to this policy which
encourage communication and coordination between the various human services agencies:

1. One Form: The service request form aims to gain as much information from the potential
client and their family as possibly so as to accurately assess their total need. This form is
fully implemented and used by all agencies.

2. Resource People: These are typically the intake people in each agency. Their role is to
identify other service needs and explain to the client what to expect in the next system
(agency).

3. Multi-System Reviews: Clinical reviews that bring representatives from each agency that a
client is receiving services from together.

More generally, OHS encourages communication between its various agencies and manages
communications, if necessary, between the agencies and the county. OHS also takes on an internal
advisory role providing opinions and recommendations as solicited.

The structure of Human Services Departments among the comparable counties varies with some
operating under the centralized structure seen in Luzerne County and others taking a more siloed

approach.
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Historic Employee Count

2006
Actual

2007
Actual

2008
Actual

2009
Budget

Position

=Y
(=Y
(=Y
=

Executive Director

Personnel Analyst

Block Grant Coordinator

Program Coordinator

MH Court Forensic Coordinator

Dist. System Specialist

Assistance Specialist

Paralegal

Contracts Manager

Administrative Assistant
Clerk Typist

Custodian

Total

RlolRr|lR|IR|R|RP|RP|RPR|R|R
RlolRr|lR|IR|RPR|RPR|RP|RPR|R|R

Nk |r|lo|lOo|lRr|O|Rr|O|O|R|R
O k| Oo|lRr|kR|R|O|R|FR|R,|O|O

AR
o
AR
o

Budget data

Historical expenditures — OHS

2007 Actual 2008 Actual
General Fund Expenditures
Transfers to MH/MR | 84,700 84,700 84,700 | 84,700 | 0.0%
Total Human Services Fund Expenditures
Salaries and Wages 561,130 524,582 559,520 0 -100.0%
Benefits 127,201 141,056 161,843 191,092 50.2%
Operating Supplies 22,950 19,367 (3,325) 8,450 -63.2%
Maintenance and Equipment 21,186 15,858 2,264 12,200 -42.4%
Other Expenses 8,345,653 | 11,159,039 | 11,477,508 | 12,004,554 43.8%

Total Expenditures

$9,078,120  $11,859,903 $12,197,811 $12,216,296

Progress and future challenges

Progress:

OHS had no initiatives in the 2004 Plan.

Since the plan, however, the office reports improved

coordination among human services agencies through implementation of the “No Wrong Door” policy.
Furthermore, in 2004, OHS reported language barriers as challenging its ability to effectively serve all
members of the community. To meet the demands of the County’s changing demographics, OHS sought
the assistance of a translation service. This service is available in real time to all residents who do not
speak English.
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Challenges:

Lack of Authority Inhibits OHS’s Ability to Improve Agency Integration OHS often finds it difficult to
effectively improve integration between the department’s agencies due to its limited role as a supervisory
entity. To enhance inter-agency integration, OHS reports a need to bolster its authority through the
management and dispersal of all agency monies.

Manual Processes Decrease Efficiency OHS made small technology improvements since the 2004 Plan,
but maintains many of its manual processes. In an effort to improve efficiency, OHS is interested in a
more aggressive technology improvement plan. Currently each agency has a separate IT service, and
OHS shares with MHMR. In particular, a centralized client database may be advantageous.

Inability to Effectively Review and Report on Agency Outcomes OHS reports a need for coordinated
planning and outcomes review with each of the agencies it supervises. The Office would like to consider
outcomes training.

Initiatives

HS01. Create Master Client Index
Status: New
FY2009 Impact: NA Five-year impact: NA

Currently all client information is siloed and managed by individual Human Services agencies.
In order to advance coordination between the various agencies, and improve case
management, OHS should seek to develop a master client index. This work should be pursued
in concert with initiatives in the Information Technology Section of this Plan to centralize and
better direct County IT efforts. Cost should be grant funded.

HS02. Increase Integration of Human Services with County Operations
Status: New
FY2009 Impact: NA Five-year impact: NA

In the past year, the County General Fund has become responsible for over $1.5 million in cash
flow and reimbursements due to management practices in the Human Services Transportation
and Children & Youth offices. The County Manager and Finance Director should retain a
budget and financial analyst to work directly with the OHS on a daily basis to understand
Human Services revenue and expenditure issues, address cash flow and reimbursement
matters before the affect the General Fund, and to provide the maximum possible integration
between County and grant-funded activities. Given the cost of the current decentralized
structure, this position will have no net cost to the budget.

The County should also seek to create more opportunities for joint planning with the Human
Services departments and the criminal justice system. Improved coordination between
treatment, care, and justice programs could yield positive results in the form of reduced
recidivism rates and safer, healthier communities.
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Children and Youth Services

Overview

The Luzerne County Children and Youth Services Agency (CYS) is responsible for providing child welfare
related services to children and families living in Luzerne County. The agency falls under the direction of
the County’s Human Services Department. CYS shares administrative and fiscal responsibility for
adjudicated youth, with the County’s Juvenile Justice Division.

CYS is committed to excellence in meeting the changing and diverse needs of the community, while
protecting children and preserving families. Its mission is to assure that children are protected, live free
from abuse and neglect, and are given the opportunity to grow and develop to their fullest potential. The
agency seeks to support families in making decisions and developing skills to assure their child’s safety,
permanence, and well being.

Facilities/ Vehicles

= Primary office located at 111 North Pennsylvania Boulevard in Wilkes-Barre.

= Secondary office space is located in10 West Chestnut Street in Hazelton.

= 3vans, all 10-15 years old, used on occasion to assist caseworkers in moving the belongings of
children and families.

Budget data

Historical expenditures — Children and Youth Services

2009 Growth

2008 Actual Budget %

2007 Actual

2006 Actual

General Fund Expenditures
Transfers to C&Y | 3,200,000 | 3,280,000

3,400,000 | 3,700,000 | 15.6%

Total Children and Youth Fund Expenditures

Salaries and Wages 6,584,153 7,051,156 7,330,451 7,655,912 16.3%
Benefits 2,452,841 2,582,118 2,322,505 2,963,555 20.8%
Operating Supplies 384,488 294,421 313,459 415,800 8.1%
Maintenance and 127,195 56,005 122,734 204,225 60.6%
Equipment

Other Expenses 24,345,790 | 24,611,506 | 16,633,105 | 20,718,735 | -14.9%

-5.7%

$33,894,467 $34,595,207 $26,722,254 $31,958,227

Total Expenditures

Progress and future challenges

Progress:

= Translation Service. Since the 2004 report, CYS, along with the Office of Human Services, has
improved language accessibility by contracting a translation service.
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Challenges:

Cash Flow: Cash flow is a major issue for CYS. Approximately 90 percent of CYS monies are
state and federal funds, distributed through the DPW Office of Children Youth and Families
(OCYF). During periods of delayed reimbursement, CYS has relied on short-term borrowing from
other County human services agencies. Historically, MHMR has been a major lender; however,
recent funding changes within that agency have reduced its ability to lend CYS funds. CYS is
developing a plan with OCYF to temporarily restructure the reimbursement of State funds.

Audit Findings: In fall 2008, the Pennsylvania Department of Public Welfare’s Office of Children
Youth and Family audited the services and payments made to a particular psychiatrist for
psychiatric evaluations ordered by the court for adjudicated youth. The audit found that due to
both over matching of State share and questionable practices, the County is liable to the State for
$800,000.

Juvenile Justice Issues: The recent corruption scandal involved two juvenile detention facilities
which serve adjudicated youth. CYS shares legal responsibility for the care of these children
through shared case management. At the time of this report, the full impact of this situation was
not clear.

Initiatives

CYO01.

Negotiate Advance of State Act 148 Funds
Status: New
FY2009 Impact: NA Five-year impact: NA

In order to alleviate the cash flow issues described above, the County should work with the
Commonwealth to establish a mechanism to provide state funds in a time period more closely related to
the provision of services. This will reduce pressure on other human services funding streams, and
eliminate the possible need for the County to advance General Funds to cover cash flow needs in CYS.
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Area Agency on Aging for Luzerne and Wyoming
Counties

Overview

The Area Agency on Aging (AAA) aims to create a community environment that promotes the ability of
older persons to function with independence and dignity throughout their lives by offering the residents of
Luzerne and Wyoming Counties an array of community and social services. To accomplish this mission,
the agency:

- Plans and coordinates community efforts in order to promote a comprehensive system of services
- Provides services directly when necessary to assure quality and availability of care
- Advocates on all issues related to the well-being of older adults.

The Agency is largely funded by grants, but the County contributes approximately $300,000 annually for
indirect expenses.

The Agency is organized into four divisions: social services, community services, management
information systems (MIS), and administrative services. There are currently 13 vacancies.

Historic Employee Count

2009
Budget

AAA Administrator 1 1 1 1

Position

Fiscal Officer

1 1 1 1

Administrative Officer 4 4 5 5
Accountant 2 2 2 2
4 3 4 3

9 8 9 7

Administrative Asst.

Care Manager Supervisor
Care Manager 40 41 36 35
Comm. Health Nurse

Dist. Systems Specialist

5
County Social Work Supv. 1
2
2

Senior Center Svcs. Director

Senior Center Manager 22
Clerk 11 10 10
Clerical Supervisor

Fiscal Technician

1 1

1 1

Fiscal Assistant 2 2
IT Technician 2 1
1 1

1 0

7 4

Personnel Analyst

Planner
Case Aide
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Volunteer Resource Coordinator 2 2

Food Service Worker 9 1

Total 130 100 99 89
Facilities

= Administrative Office Space

- Primary office located at 111 North Pennsylvania Boulevard in Wilkes-Barre.

- Secondary office space shared with the Economic Development office in Hazelton
= Senior Centers

- 17 agency managed centers

- 2 privately managed centers
= 1 Vehicle, used primarily to attend meetings

Budget data
Historical expenditures — Area Agency on Aging

2009
Budget

2006 Actual 2007 Actual 2008 Actual

General Fund Expenditures:
Transfers to Agency on Aging 300,000 300,000 300,000 300,000 0.0%

Bureau for the Aging Fund (910)

Salaries and Wages 4,820,548 4,821,184 4,834,937 4,980,948 3.3%

Benefits 1,128,391 1,192,652 1,160,827 1,551,241 37.5%
Operating Supplies 163,492 264,932 196,485 210,083 28.5%
Maintenance and Equipment 242,212 394,421 157,587 166,754 -31.2%
Other Expenses 6,972,221 7,698,173 6,624,417 7,791,345

Total Aging Fund $13,326,863 | $14,371,363 $12,974,254 $14,700,371

Expenditures

Progress and future challenges

Progress: AAA had no initiatives in the 2004 Plan. Since the plan, however, the agency reports having
decreased their manual processes through the use of laptop computers, video conferencing, and other
technology improvements.

The purchase of laptops affords the staff the ability to become more efficient by enabling them to
complete required paperwork in the field. Previously, this paperwork was completed manually in the field
and then entered into the computer by either the case worker or an assistant at a later date. In addition to
eliminating duplicate work, laptops increase accountability among case workers for the accuracy of their
records.

Use of the teleconferencing system saves travel time and expense, by enabling the agency to locally
broadcast conferences and meetings.

Challenges: The early retirement incentive offered by the County led to the retirement of 17 agency
employees. While AAA intends to fill these vacancies, it has been challenging for the agency to maintain
itself with the departure of many experienced employees. No legacy plan was in place, and at the time of
the retirements, the agency was already operating with 13 vacancies.
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Luzerne-Wyoming Counties Drug and Alcohol Program

Overview

The Drug and Alcohol program aims to provide a continuum of care to residents affected by the abuse of
alcohol, tobacco, and other substances. To accomplish this mission, the program contracts with various
service providers for the provision of prevention, intervention and treatment services for chemically
dependent residents of Luzerne and Wyoming Counties.

In addition to initiating these contracts, the program takes on an active case management role to match
clients with appropriate services as well as to provide support in relation to housing, education, training,
medical, and mental health. A majority of case management duties center on assessment and placement
resulting in approximately 2,000 inpatient placements annually. However, post-treatment clients can also
seek case management services for development of a continuing care plan though this is most commonly
completed by the treatment facility. Funding for these treatment and case management services are
identified in the following chart.

Treatment Funding Sources as Reported in the Annual Report 2007-2008

Treatment Funding Source

BDAP — State Base Allocation $807,576
SAPT Federal Block Grant — Drug $353,915
SAPT Federal Block Grant — Alcohol $347,862
DPW — BHSI Allocation $430,758
DPW — IGT Allocation $139,210
DPW — Act 152 Allocation $793,444
HealthChoices $18,800
PCCD Funding $1,368
Adult Probation Funding — RIP Grant $16,953
Luzerne County Match $184,096
Wyoming County Match $4,138
Luzerne County HSDF Funding $15,000
Interest Income $17,361
Total $3,130,481

In their 2007-2008 Annual Report, the program reports providing treatment services to 1,809 Luzerne
County residents and 170 Wyoming County residents. As shown in the following chart, a majority of
treatment recipients are placed in an inpatient non-hospital setting.

Treatment Activity as Reported in the Annual Report 2007-2008

Type of Treatment Luzerne County = Wyoming County Total
Inpatient Non-Hospital / Drug Free 835 34 869
QOutpatient / Drug Free 375 126 501
Inpatient Non-Hospital /Detox 219 3 222
Inpatient Hospital / Detox 185 5 190
Partial Hospitalization /Drug Free 172 1 173
Inpatient Hosp / Drug Free 1 1 2
Shelter / Drug Free 7 0 7
Outpatient / Maintenance 15 0 15
Total 1,809 170 1,979
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Requests for treatment services consistently exceed available resources. This is primarily due to
significant increases in referrals from the Luzerne County Criminal Justice System. To address this need,
the Drug and Alcohol Program coordinated efforts with the Wyoming County Adult Probation Department
to secure funding for the establishment of a Drug Treatment Court in January 2006.

Research by an independent consulting firm showed positive results for the Drug Treatment Court,
including an above average retention rate (68 percent) and low post-program recidivism. The report
estimated a savings to the criminal justice system of $1.7 million for the 115 participants enrolled during
the evaluation period, which spanned from January 2006 through September 2008. The estimated cost
of treatment court program services for the 115 participants during that timeframe was $307,932." The
success of the drug treatment court helped secure grant funding from the Office of Justice Programs for
further development of the program and expansion to include a mental health treatment court.

Historic Employee Count

2006
Actual

2007
Actual

2008
Actual

2009
Budget

Position

Drug and Alcohol Administrator
Chief Fiscal Officer

Case Management Supervisor

Administrative Assistant

1 1
1 1
1 1
Case Management Specialist 5 6
1 1
1 1

Clerk Typist
Total 10 11 10

N|Rrlo|b|o|r]|r

Facilities
= Office space located at Penn Place, 20 North Pennsylvania Avenue.
Budget data

Historical expenditures — Drug & Alcohol Program
2006 2007

Actual

2008
Actual

2009 Growth
Budget %

Actual

General Fund Expenditures

Transfers to Drug and Alcohol Fund | 210,850 | 305,850 | 305,850 | 305,850 | 45.1%
Total Drug & Alcohol Fund Expenditures

Salaries and Wages 300,464 | 298,623 302,664 | 390,742 | 30.0%
Benefits 108,861 109,587 101,409 167,654 | 54.0%
Operating Supplies 42,763 3,457 2,273 5,100 -88.1%

! These findings are from a report titled “Improving the Criminal Justice System of Luzerne County, PA: Treatment
Court Producing Community Results.” This report was completed under a grant received from the Bureau of Justice
Assistance, Office of Justice Programs U.S. Department of Justice. It was completed in September 2008 by Glacier
Consulting, Inc.
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| Maintenance and Equipment | 1021 | 391 | 1779 | 10,600 | 937.8%

Other Expenses 3,997,910 | 4,328,639 | 3,478,114 | 4,043,478 1.1%

Total Expenditures $4,451,020 $4,740,696 | $3,886,240 $4,617,574 3.7%

Progress and future challenges

Progress:

Implemented Drug Treatment Court. The Drug and Alcohol Program successfully implemented
this program and estimates savings at approximately $15,000 per client who completes the

program.

Offers Case Management Services through HealthChoices. HealthChoices is a managed
care product for Drug and Alcohol and Mental Health / Mental Retardation. All grants now
provide for case management services through Drug and Alcohol for a fee of $50 per hour and up
to $150 per assessment. There are approximately 2,200 assessments completed annually.

Created the Substance Abuse Education & Training Institute at Luzerne County
Community College. The Drug and Alcohol Program created this institute in coordination with
the Luzerne County Community College to provide education and training to substance abuse
providers and the general public. The Drug and Alcohol Program fully recovers its costs for this
institute through student fees.

Challenges:

The Drug and Alcohol Program is significantly hindered by federal funding cuts that occurred over the last
several years. Currently, the program estimates they are treating only about 10 percent of the community

in need of treatment.
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Mental Health / Mental Retardation Program

Overview

The Mental Health / Mental Retardation program provides opportunities for persons with mental and
physical disabilities to participate as an active member of the community by promoting self-determination,
competence, and community integration. The program accomplishes its mission through individually
tailored levels of support and services designed to protect individual dignity by enhancing the capacity for
self-determination.

In Pennsylvania, the MH/MR Act of 1966 mandates that counties offer programs to provide “diagnosis,
care, treatment, rehabilitation, and detention of the mentally disabled.” To comply with this legislation,
Luzerne County must offer: short term inpatient / outpatient services; partial hospitalization; emergency
services; consultation and education; aftercare services; specialized rehabilitative and training services,
including sheltered workshops; interim care of individuals with mental retardation awaiting admission to
state mental retardation centers; and unified intake, placement, and referral services.

Since the 2004 Plan, coordination of mental retardation services moved to an Intermediary Service
Organization (ISO). The ISO manages Person and Family Directed Service (PFDS), a program enabling
clients to select their own service providers. Since this change, the County’s Mental Retardation division
has taken on the role of administrative entity and is responsible only for the review and approval of
service contracts.

Historic Employee Count

2006 2007 2008 2009
Position Actual Actual Actual Budget

MH/MR Administrator 2 1 1 0
MH Deputy Administrator 2 0 0 0
MR Deputy Administrator 2 1 1 1
Program Director 0 1 1 1
Fiscal Operations Officer 1 1 1 1
Fiscal Officer 0 0 0 1
Budget Analyst 1 1 1 1
Fiscal Technician 4 3 3 2
Management Technician 0 1 1 1
Accountant 2 2 2 1
Administrative Officer 1 0 0 0
Administrative Assistant 5 4 4 4
Clerk 13 12 11 11
Distributed Systems Specialist 1 1 0 0
Distributor 1 1 0
Program Specialist 14 8 8 5
Caseworker Supervisor 6 6 6
Caseworker Manager 2 2 2
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Caseworker 32 35 36 36
Total 88 80 79 73

Budget data

Historical expenditures — MHMR
2009 Growth
Budget %

2006 Actual | 2007 Actual 2008 Actual

General Fund Expenditures
Transfers to MH/MR | 1,224,597 | 1,224,597 | 1,224,597 | 1,224,597 | 0.0%

Total Children and Youth Fund Expenditures
Salaries and Wages 3,025,380 2,958,443 3,048,950 3,420,016 13.0%

Benefits 1,081,958 | 1,171,290 941,977 1,349,631 | 24.7%
Operating Supplies 54,262 74,824 40,759 85,000 56.6%
Maintenance and 102,187 95,474 55,848 86,000 -15.8%
Equipment

Other Expenses 39,385,696 | 37,307,671 | 39,547,474 | 36,722,900 | -6.8%

Total Expenditures  $43,649,484 | $41,607,702 $43,635,008 $41,663,547 -4.5%

Progress and future challenges
Progress:

= Development of an Intermediary Service Organization (ISO). MH / MR successfully
established an ISO to manage client services. Clients currently have two options when selecting
an ISO, and can choose between the state or county ISO. The state ISO is provided by Acumen,
Inc., and the County’s by Agency With Choice Financial Management Services. While the ISO
model has enable the Mental Retardation division to focus more attention on case management,
the 1SO itself is expensive and has high overhead costs. As such, MH / MR hesitates to
recommend this model to other agencies.

= Establish and Implement a Total Quality Management Plan The 2004 Plan requested that
MH / MR begin to evaluate its ability to provide and manage services through a Total Quality
Management Plan. MH/MR reports that this effort began two years ago and is ongoing.

= Prepare for the Implementation of PA PROMISe The Pennsylvania Department of Public
Welfare implemented PROMISe (Provider Reimbursement and Operations Management
Information System) in March 2004 as part of a statewide initiative. This PROMISe is a single
system that consolidates claims processing and manages information for numerous human
services programs. MH / MR reports being in the second year of a two-year implementation plan.
As of July 2009, all manual billing will be discontinued within the County and statewide.

= Move to Recovery-Oriented Mental Health System Rather than treating the iliness, a recovery
oriented mental health system aims to build life-skills and focuses on the independence of the
individual. To meet this goal, the MH / MR Clubhouse was developed following the Fountain
House Model. As opposed to the traditional day-treatment programs that are generally clinical in
nature, the model promotes capacity-building and integration within the community. The MH /
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MR Clubhouse has two main components: psychiatric rehabilitation and the Transitional
Employment Placement Program (TEP).

- Psychiatric Rehabilitation: This differs from partial hospitalization in that the primary
goals are empowerment and self-esteem building. For instance, instead of daily
discussions regarding medication effectiveness and side-effects or life difficulties, they
discuss life-skills they would like to build. These include things like learning how to use
the bus system or how to build relationships.

- Transitional Employment Placement (TEP): Members of the Clubhouse are given the
opportunity to work paid positions with employers who contract with the Clubhouse.
These positions typically last 90 days and aim to give the individual experience so they
may move into a permanent employment placement.

Another recovery oriented program implemented by MH / MR is the Warmline. This is a pre-crisis
hotline available in the evening during the week and 24 hours per day on the weekends. The
Warmline is made available during those times of day when people are most likely to lack
structured activities. The Warmline is run completely by clients currently using the system who
give advice and act as peer counselors.

= Advocate Redirection of COLAs to Ensure Stability of the Service System. MH / MR has
advocated for cost-of-living adjustments (COLAs) that reflect actual inflationary increases in
service provision costs.

= Maximize Use of Medical Assistance Funds to Offset Costs to the County Program. To
accomplish this initiative, MH / MR works daily to identify alternative sources of funding and to
quality clients for medical assistance. There are currently three base service units located
throughout the county where citizens may go to seek MH / MR services. When a service
application is completed an income-based liability study is also completed to assess the
individual’s eligibility for medical assistance and other funds.

Challenges:
The MH / MR Office now acts as the administrative entity for the Intermediary Service Organization (ISO)

associated with the mental retardation program. As a result of this structural shift, the office reports a loss
in interest revenue since funds are no longer directly managed by the office.
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Transportation

Overview

The official mission and main objective of the Luzerne-Wyoming County Transportation
Department (LWCTD) is to provide shared ride services at the lowest per passenger cost to
residents of Luzerne and Wyoming counties. The LWCTD serves a 118 square mile area. It
transports more than 13,000 clients in a year and provides between 1,200 and 1,400 rides per
day. Clients receive curb to curb and often door to door service. Routes are based upon client
need and scheduled up to noon the day before.

Clients and Services:
The LWCTD falls administratively under the County’s Human Services Office and primarily
provides services to clients through the following:

= Children and Youth

= Agency on Aging

= Mental Health and Mental Retardation (MHMR)

= Medical Assistance Transportation Program (MATP)

In addition, the LWCTD works with clients from 10 local service providers contracted through
these human services related agencies. The Department also assists the Luzerne County
Transportation Authority (LCTA) by serving its Special Transportation Effort Program (S.T.E.P.).
The S.T.E.P. program seeks to fulfill the transportation needs of persons with disabilities within
Luzerne County who are unable to use mass transportation.

In contrast to the County’s other transportation providers, which provide fixed- route services,
the LWCTD provides passengers with shared-ride, curb to curb transportation services. The
Pennsylvania Urban Mass Transportation Assistance Code defines Shared-Ride services as the
following:

Public transportation services which include demand-responsive transportation
that is available to the general public, operates on a non-fixed-route basis and
charges a fare to riders. The term does not include exclusive ride taxi or call or
demand services, charter, special excursion and sightseeing service, nonpublic
transportation, and school bus or limousine service. The first fare-paying
passenger to enter the public transportation vehicle may not refuse to share the
vehicle with other passengers during a given trip.

Complex Billing Requirements:

Each client agency has specific billing requirements for State and federal reimbursement. The
LWCTD maintains more than 30 billing codes and individual clients can be recorded on multiple
billing lines. Multiple reports are submitted to the on a monthly and quarterly basis. Ride and
billing details are required to match exactly. While the use of preferred technology could assist
the agency in this area, Mobility Mapper, the LWCTD’s route tracking software has limited
reporting and scheduling capacity.
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Fares:

The LWCTD charges clients on a per ride basis. Rates for transportation services are based
upon distance, and per State regulations, applied uniformly to all clients. The highest rate that
the County can charge to any client is $18.50. This maximum rate applies to trips longer than
four miles, but the LWCTD may transport clients up to 40 miles per trip at an additional cost.
Rate increases require approval by the Pennsylvania Department of Transportation. The
LWCTD was not able to adjust its rates from 2001 to 2008. The current rates have been in
effect since November 1, 2008, and reflect a 24 percent fare increase.

Rates are set as follows:

0-2 miles = $14.25
2-4 miles = $16.50
4+ miles = $18.50

General Issues:

The LWCTD is funded directly by the County. However, the department has repeatedly
borrowed funds from the County, and as of early 2009 owes approximately $750,000 to the
County’s general fund. Of that 750,000, approximately $250,000 is related to reimbursement
delays and $500,000 is due to an operating loss.

The primary factors contributing to the LWCTD’s operating loss are insufficient fiscal and
operational management, inaccurate billing, and staff inefficiency. The agency and the County
have identified and are working to address these issues. However, due to the LWCTD'’s historic
performance and the complicated nature of shared-ride service provision, the agency’s ability to
overcome these challenges and achieve long-term solvency is not clear at this time.

Historic Employee Count

Position 2006 2007 2008 2009
Actual Actual Actual Budget
Director 1 1 1 1
Manager — External Operations 1 0 1 1
Manager/Office Administrator 1 1 1 0
Manager — Client Services 1 1 1 1
Fiscal Officer 0 0 1 1
Fleet Manager 1 1 1 1
Administrative Assistant 1 1 1 1
Schedule Coordinator 1 0 0 0
Scheduler 4 4 5 5
Computer Operator 1 1 1 1
Dispatcher 1 2 2 2
Driver 31 32 35 35
Total 44 44 50 49
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Facilities/ Vehicles/ Staff:

- Facility located at 2009 Wyoming Avenue in Fort Wayne.

- Maintains 56 14-passenger vans.
- Management and administration: two fiscal, and three management staff.

staff

- Drivers: 32 full-time drivers, and 32 part-time drivers.

Budget data

Historical expenditures — Transportation Department

Operations and logistics: three schedulers, two dispatchers, and three administrative

2007 2008 2009 Growth
Actual Actual Budget %

Transportation Fund Expenditures (830)
Salaries and Wages 1,714,557 | 1,530,997 | 1,761,726 | 1,800,000 5.0%
Benefits 564,981 530,612 337,723 680,880 20.5%
Operating Supplies 12,936 10,391 5,101 9,000 -30.4%
Maintenance and Equipment 820,490 608,848 223,451 338,500 -58.7%
Other Expenses 819,560 1,122,576 | 1,266,126 | 1,569,200 | 91.5%

11.8%

$3,932,525 $3,803,424 $3,594,126 @ $4,397,580

Total Expenditures

Regional Transportation Service Providers:

» Luzerne County Transportation Authority (LCTA)
- Public bus service providing scheduled mass transportation to the 31 municipalities

within the Wilkes-Barre urbanized region.
Participates in the following PennDot programs: Senior Free Transit, ADA Paratransit,
and Half-Fare Program

= The Fullington Auto Bus Company
- Private bus service providing intercity fixed-route transportation with limited regional

and no local transportation services in Luzerne County.
- Participates in the following PennDot programs: Senior Free Transit

= Hazleton Public Transit (HPT)
- HPT is run by the City of Hazleton’s Department of Public Services. It provides bus
transportation to the City of Hazleton and its surrounding townships and boroughs.
- Outsources some ADA and Hospital Support Services to Easton-Coach.
- Participates in the following PennDot programs: Senior Free Transit
= Capital Bus Company
Private bus service providing intercity fixed-route transportation with limited regional
and no local transportation services in Luzerne County.
- Participates in the following PennDot programs: Senior Free Transit
= Martz Trailways
- Private bus service providing intercity fixed-route transportation with limited regional
and no local transportation services in Luzerne County.
- Participates in the following PennDot programs: Senior Free Transit
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Comparable Counties:

The LWCTD operates under an unusual model. Few counties in the Commonwealth have a separate
Human Services Transportation Department. Most counties coordinate their transportation services
through a county-wide or regional transportation authority. In many counties, the shared-ride portion of
their service provision is out sourced to a private vendor with no subsidy from the County.

= Allegheny County coordinates transportation services to its medically needy, disabled and aging
populations through the county’s regional Port Authority. The Port Authority outsources this
coordinated service to ACCESS Transportation Systems, a subsidiary of Veolia Transportation, Inc.

- Medical Assistance Transportation Program (MAPT): run through the County’'s Office of
Community Services, provides non-emergency medical transportation, benefiting Allegheny
County residents receiving Medical Assistance (MA), for the purpose of receiving non-
emergency medical services.

- ACCESS: a door-to-door, advance reservation, shared-ride transportation provided
throughout Port Authority's service area and serves primarily senior citizens and persons
with disabilities.

- Older Persons Transportation: is a shared-ride program coordinated through the County’s
Office on Aging and ACCESS. Transportation services are provided through coordination
with private contractors.

= Berks County transportation services are provided by the Berks Area Reading
Transportation Authority (BARTA).

- BARTA participates in the following PennDot programs: Senior Free Transit, ADA
Paratransit, Half-Fare Program, Discount Program, Senior Discount, and Welfare to Work.

- ADA and Paratransit services are primarily provided by BARTA, with a significant portion of
the handled by Easton-Coach, a subcontractor. Of the approximate 900 trips per day, 200
are outsourced to Easton-Coach.

- Berks County does not directly subsidize transportation costs for its medically needy,
disabled and elderly populations.

= Lehigh and Northampton Counties coordinate transportation services through the Lehigh and
Northampton Transportation Authority (LANTA).

- LANTA participates in the following PennDot programs: Senior Free Transit; ADA
Paratransit; Half-Fare Program; Discount Program; and Senior Discount.

- All of LANTA's paratransit services have been outsourced to Easton-Coach. Easton Coach
operates 110 LANTA paratransit vans, serving 500,000 clients annually.

- LANTA-Easton has been cited by the Commonwealth for poor reporting practices.

- Neither Lehigh County nor Northampton County directly subsidizes transportation costs for
its medically needy, disabled and elderly populations.

= Lackawanna County transportation services are provided through the County of Lackawanna
Transit System (COLT) and Lackawanna County Coordinated Transportation System (LCCT). The
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structure in Lackawanna County is similar to Luzerne County. COLT provides fixed-ride transportation
services to the County, and LCCT is responsible for shared-ride services.

- COLT serves the City of Scranton and the surrounding areas of Lackawanna County.

- COLT participates in the following PennDot programs: Senior Free Transit, Half-Fare
Program, and Welfare to Work.

- LCCT coordinates and provides shared-ride services to Lackwanna County residents.
LCCT is the direct service provider for 81,000 trips per year and uses several sub-
contractors to provide medical transportation.

- LCCT participates in the following PennDot programs: ADA Paratransit, and Senior
Discount.

- Lackawanna County subsidizes all LCCT services, except those which are reimbursed by
Medical Assistance funding.

Progress and future challenges

Progress: The Transportation Department had no initiatives in the 2004 plan.

Challenges:

Unstable Finances: Billing and management issues along with rising fuel costs and rates that
did not capture service costs have led the agency to a period of insolvency. Over the past three
years, the Department has consumed a $1.25 million balance and has borrowed $750,000 from
the County. The Department has taken the following steps to increase revenue generation;

- Rate Increases: In January and November 2008, the agency increased fares across the
board to all customers by 24%.

- Overtime reduction: The Transportation Department has developed internal policies to
improve driver performance and reduce overtime fees. The agency averages
approximately $100,000 per year in overtime fees.

- Revise billing methodology: In the fall of 2008 the agency revised its billing methodology
to increase charges to 100 percent for eligible services and costs. The full impact of
these revised practices [on revenues and ridership remains to be seen.

Inefficient Vehicle Maintenance Practices: As the result of an RFP process, in July 2008 the
Department signed contracts with 8 different maintenance shops. On any given day, the agency
has between 3 and 8 vehicles out of circulation for services resulting in high administrative and
efficiency costs to the agency.]

Outdated route tracking system: The current system, Mobility Master, has been in place for 10
years and is obsolete. Purchasing a new system or software for a new system would improve
efficiency of both routing and billing. Transportation is researching newer, more efficient
replacement software systems.

Potential decrease in service use: The department raised its rates by 24% in 2008. State-wide
budget cut backs coupled with this rate increase might reduce service demand, subsequently
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reducing overall revenue to the department. Additionally, no county agency is legally mandated to
take services from the Transportation Department. It is possible that as a result of the rate
increase, current clients will seek transportation services from outside the county agency.

Initiatives

Urgent action is needed to address funding for the Transportation Department in order to ensure the
provision of important services to County residents. While recent steps to restore its finances are
important and should continue to be pursued, the County must rapidly reevaluate the current service
provision model. Therefore, this section includes a broad initiative to investigate and possibly adopt
alternative service models. It also includes specific recommendations to improve finances under the
current model.

TRO1. Consider Elimination of the Transportation Department
Status: New
FY2009 Impact: NA Five-year impact: NA

Transportation services are not a core function of the County, and many other jurisdictions in
Pennsylvania use other approaches to providing shared ride services. Transportation is not a
core competency of the County’s human services agencies, and there are public sector local
transportation providers in parts of the County; these public transit agencies are often
responsible for paratransit/shared ride services in other parts of Pennsylvania.

The County Commissioners should convene a task force comprised under the direction of the
County Manager to study alternatives to the current service model and make a recommendation
to the Commissioners by September 15, 2009 (so that their proposals can be considered as
part of the 2010 budget process. Members of the group might include the head of the Office of
Human Services, the head of the Transportation Department, the County Engineer and a
representative of the County’s Finance Office. Specific alternatives to be considered should
include:

e Transferring functions to LCTA, Hazleton Transit, and/or private providers, along with
rolling stock;

e Increasing daily and periodic oversight of the Transportation Department by OHS and
the County Manager;

e Transferring repair and maintenance to a single private provider (which would manage
any excess demand that it could not directly handle);

e Transferring repair and maintenance to the County garage, which could manage some
repairs in-house and contract specialty or overflow work.

The task force should also consider and make recommendations on ancillary issues, including
barring future County cash flow lending to the Transportation Department; review of the current
Transportation fleet and future fleet needs; the option of leasing, rather than purchasing
vehicles, perhaps as part of the maintenance evaluation; and the need to provide service to
Wyoming County.

TRO2. Repay Current Borrowing from the County’s General Fund; Create a Higher Standard for
Future Borrowing
Status: New
FY2009 Impact: NA Five-year impact: NA

The Transportation Department, working with the Task Force, should develop a plan to repay
the $750,000 currently outstanding to the County’s General Fund. Given the uncertainty around
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the impact of recent rate increases and future usage patterns, contingency alternatives may
need to be developed. However, additional rate increases to cover cost of service must be
considered. Any future cash flow advances to the Transportation Department should require a
formal documentary memo from the head of the Transportation Department to the Director of
the OHS, and approval from the County Manager. The memo should include a plan for

repayment.

Transportation
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Veteran’s Affairs Bureau

Overview

The mission of the Veteran’s Affairs Bureau is to provide the veterans community of Luzerne County with
information and easy access to county, state and federal benefits to which they may be entitled. The main
objectives of the Veteran’'s Affairs Bureau are to act as a liaison between various state and federal
agencies with respect to veterans benefits, to process submitted forms in a timely and professional
manner, and to maintain and oversee all records entrusted to the department by the PA County Code.

Annually, the Veteran’s Affairs Bureau commemorates veterans’ service through Memorial Day grave
decoration. Each year, the Bureau purchases and distributes 80,000 flags and 350 burial markers to
various veterans’ organizations.

There are more than 30,000 veterans in the Luzerne County area. The Veteran's Affairs Bureau serves
1,168 veterans by providing information about eligibility and claim support. The Bureau organizes funerals
for eligible veterans (approximately 120 per month).

Historic Employee Count

Position 2007 2008 2009
Actual Actual Budget
Director 1 1 1 1
Veteran Benefits Specialist 0 1 1 1
Senior Aide 0 0 1 1
Clerk Typist 2 2 3 1
Laborer 1 1 1 0
Total 4 5 7 4

Due to last year's layoffs, the VAB lost one Laborer position. This staff member was primarily responsible
for the coordination and distribution of Memorial Day flags.

Facilities/ Vehicles

=  Primary office located at 77 Water Street in Wilkes-Barre (operates 5 days a week)

= Secondary office located at 123 Warren Street in Hazelton (operates on day per week)
= A garage on Water Street is used for storage

= 1 truck, primarily used for burial-related deliveries.

Budget data

Historical expenditures — VAB

2006 2007 2008 Growth
Actual Actual Actual %
Salaries and Wages 123,921 154,238 168,113 163,762 32.2%
Five Year Financial Plan Veterans Affairs

Luzerne County, PA

230




ﬂwllyr

Benefits 15,709 21,488 26,062 62,410 | 297.3%
Operating Supplies 16,697 10,757 12,181 12,475 -25.3%
Maintenance and Equipment 1,176 904 1,239 1,900 61.6%
Other Expenses 183,771 | 191,961 | 184,058 | 195,100 6.2%

27.7%

$341,273 $379,347 $391,653 $435,647

Total Expenditures

Progress and future challenges
Progress:
The Veterans Affairs Bureau had no initiatives in the 2004 plan.

= Northeastern Pennsylvania Veterans Multicare Alliance: The NEPA-VMA is a newly formed
regional non-profit working, among other goals, to provide case management services to
veterans. The NEPA-VMA, housed in Wilkes-Barre and funded through Federal and State grants,
will offset some of the VAB'’s workload, which currently includes time consuming case
management activities.

= Improved efficiency: The Bureau has increased efficiency by investing in the Veteran
Information Management System (VIMS), a management program for veterans’ benefits.
Subsequently, Federal and State funding to Luzerne County veterans and their families has

tripled since 2005.

= Flag purchase collaboration: Each year, the Bureau purchases 80,000 flags for the decoration
of veterans’ graves for Memorial Day. Luzerne County organized a four-county consortium,
enabling an eight to ten-cent per-flag cost reduction.

= Staffing: The VAB has successfully employed part-time staff through both Welfare to Work and
Area of Aging programs at little to no county costs.

Challenges:

= Increasing Service Need:_Over 6,000 troops from the Luzerne/ Wyoming County region are
deployed in Iraq and Afghanistan. As troops continue to return, they will continue to need support
and guidance in accessing services for which they are eligible.

= Training on Changing Federal Regulations: The Gl Bill will change in 2009. Changes to the Gl
Bill along with other recent regulatory changes require ongoing VAB training.
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