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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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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.

Five Year Financial Plan Mental Health and Mental Retardation
Luzerne County, PA

222




ﬂwllyr

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
Five Year Financial Plan Transportation
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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%
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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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