Cross Agency Resource Sharing (CARS)

First Quarterly Report of Administrative Subcommittee 

September 15, 2010

Proposed Project/Target Opportunity/Action #1: (Title of project/target opportunity/action – please rank them based on your suggested priority) 
Consolidate Training function and service across agencies.
Description/Purpose: (Describe proposed project/target opportunity/action, including what is intended to be accomplished and how it can be applied across multiple agencies If available, Include precedents or successes in other jurisdictions or communities.) 
To determine whether expenditure savings, program efficiencies, and expanded training access can be obtained through consolidating agency training offices or through other means including eliminating redundant course offerings; consolidating common course offerings under one vendor; and expanding the sharing of commonly offered courses.
An Inter-Agency Training Group (IATG) has operated for several years to share information and resources on training courses.  This group was the primary means for researching this project.  The IATG developed an inventory of existing training programs for FY11; service contracts for training; and training facilities.  The attached program inventory
 identified: 

· whether the course was provided through a vendor or employee; 

· the frequency of sessions; 

· course hours; 

· whether the program could be shared now

The IATG also identified duplicative vendors and duplicative course offerings. 
Preliminary Implementation Steps or any Obstacles/Issues to be resolved: (Outline preliminary implementation steps and barriers and legal, regulatory, organizational and other obstacles that need to be overcome to implement)

· Complete cross agency program inventory and identify capacity in existing courses and courses that could be modified to be shared over time. 

· Determine whether training staff should be consolidated and if so under which agency. 

· Some courses, even though they could be shared, do not have the capacity to accept new students because of facility or instructional limitations.  

· Some courses are agency specific (e.g. MCPS faculty training) and would not be relevant to the staff of other agencies

· Consolidation of vendor contracts would have to occur at the expiration of existing contracts
· A concern raised by the IATG is that significant cost-savings over time may not be in consolidating training activities, but in streamlining learning management processes and systems.  For example a review of MC’s activities over the past 3 years show that over 50% of our organizational training (i.e., non-instructional) is designed and delivered by College faculty and staff. As a result, the College may be very limited in our ability to expand or share with other agencies. 

· At the present time, each agency has its own web registration system and records database.  Additionally, some agencies have contracts with online training vendors (all different), while others have none.  There needs to be an assessment and analysis of cost savings and service capacity for a shared (interagency) learning management system that would integrate and support an extensive catalog of online courses.

· Maintain existing agency training functions, but continue with research and analysis to 

· determine if shared courses should be consolidated with one agency and if so, which agency

· consolidate redundant course offerings

· eliminate duplicative vendors for same course offerings

· expand sharing of training facilities

· more broadly promote inter-agency training course offerings

· consolidate contract solicitations for shared course offerings

· appropriation line items would have to be aligned with the “charging agency” and the “providing agency” to avoid double appropriation in the tax supported budgets (those subject to spending affordability guidelines). 

· estimate expenditure impact of consolidation

· identify personnel impact and other issues related to consolidation
Level of Service Potential: (express impacts on the level of service (LOS). Please consider to be very brief and say “same LOS”, “improved LOS” or “reduced LOS”. If “reduced LOS”, please provide more explanation) 
Improved LOS through expanded course offerings. 
Cost Containment/ Estimate of Annual Savings:  

____ Less than $100,000 

 _X_ More than $100,000 but less than $500,000,

 ____More than $500,000 but less than $1M
____ More than $1M but less than $3M
____ More than $3M
Reasonable Timeframe for Successful Implementation:
____ Midyear FY11 

____ FY12
_X _ Midyear FY12
____ FY13

____ Post FY13
Level-of-Work Required to Implement:

__X_ Significant    ____ Moderate   ____Minimal
Up-front Implementation Cost (if any)
____No     __X__Yes       If yes, what are the estimated costs? Additional analysis is required to develop an estimate. 
Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   __X__Yes   If yes, what group/s: Inter Agency Training Group and HR departments of all County agencies. 
This Proposed Project was recommended by the following Subcommittee members:
All members supported this project. 
This Proposed Project was not endorsed by the following Subcommittee members:

N/A
Documentation (if any):  (Include relevant documents/research/information that support the recommendation and rationale)

See attached inventory of courses, facilities, and vendors.

Proposed Project/Target Opportunity/Action #2: (Title of project/target opportunity/action – please rank them based on your suggested priority) 
Centralized P-Card vendor.  
Description/Purpose: (Describe proposed project/target opportunity/action, including what is intended to be accomplished and how it can be applied across multiple agencies If available, Include precedents or successes in other jurisdictions or communities.) 

Each agency has its own P-Card program.  A consolidated approach may yield a better rebate from the vendor and could allow for more consistency and greater use of this purchasing approach.
Montgomery County Government will bridge the Fairfax County agreement with its P-Card Vendor (JP Morgan Chase) which includes significantly more favorable terms on the rebate rates.  By participating in this vehicle, other County agencies will benefit from these favorable rates.
The contact information for the County Government lead for P-Card was distributed to all Committee members and will provide the contract bridge and other relevant program information. 
Preliminary Implementation Steps or any Obstacles/Issues to be resolved: (Outline preliminary implementation steps and barriers and legal, regulatory, organizational and other obstacles that need to be overcome to implement)

· P-Card use needs to be expanded in each agency.  Because of the potential for fraud and misuse there is resistance to expanding P-Card use.  The County needs to identify vendor tools and other strategies for preventing and identifying fraud as well as giving employees and supervisors a greater comfort level in the use of P-Cards. 
· MCPS and the College have existing contracts with P-Card vendors that prevent them from participating in the bridge contract at this time. The College contract expires on 4/2012 and the MCPS contract was recently executed and has a duration of three years. 
· Provide all relevant contractual information on the contract to agency financial staff for analysis to determine if it is advantageous for them to participate. 
Level of Service Potential: (express impacts on the level of service (LOS). Please consider to be very brief and say “same LOS”, “improved LOS” or “reduced LOS”. If “reduced LOS”, please provide more explanation) 
Same LOS 
Cost Containment/ Estimate of Annual Savings:  (Rebate Revenues) 
____ Less than $100,000 

 _X_ More than $100,000 but less than $500,000,

 ____More than $500,000 but less than $1M

____ More than $1M but less than $3M

____ More than $3M
Reasonable Timeframe for Successful Implementation:

_X_  Midyear FY11 

____ FY12

____ Midyear FY12

____ FY13

____ Post FY13

Level-of-Work Required to Implement:

____ Significant    ____ Moderate   _X__Minimal
Up-front Implementation Cost (if any)

_X___No     ____Yes       If yes, what are the estimated costs? __________

Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   _X__Yes   If yes, what group/s_________________________
Coordination among HOC, MNCPPC, and MCG
This Proposed Project was recommended by the following Subcommittee members:

All members supported this project
This Proposed Project was not endorsed by the following Subcommittee members:

MCPS and Montgomery College do not oppose the project, but have existing contractual obligations that prevent their participation.  
Documentation (if any):  (Include relevant documents/research/information that support the recommendation and rationale)

Proposed Project/Target Opportunity/Action #3: (Title of project/target opportunity/action – please rank them based on your suggested priority) 
Specialized Banking Services.  

Description/Purpose: (Describe proposed project/target opportunity/action, including what is intended to be accomplished and how it can be applied across multiple agencies If available, Include precedents or successes in other jurisdictions or communities.) 

Explore benefits and savings from consolidated or shared approach to credit card receipt processing and establishment or expansion of payment card technology.  Potential b benefits from this project include reduced merchant fees from a larger bid and more efficient payment technologies which could maximize revenues and reduce processing costs. 
This project is presented in the context of developing an entrepreneurial model to providing services as is done in the State of Minnesota.  This model is already used to provide printing services as a partnership between County Government and Montgomery County Public Schools.  The same approach is often identified with the Minnesota Department of Administration.

Under the entrepreneurial approach, providing agencies offer services to other agencies to recover costs.  Potential customer agencies voluntarily decide whether the proposed services meet their needs at an acceptable price.  To the extent that proposed services offer savings compared to current in-house or contractual services, the shared services model produces measurable savings for both the providing and receiving agency.

The state of Minnesota has used this approach for many years to provide a wide range of economical services.  The state has gradually expanded its range of services to meet customer demand.   The Minnesota Department of Administration provides some of its services directly, including management consulting, performance measurement, environmental protection, and services to the disabled.  But it mainly coordinates the provision of services provided by state agencies directly to customers in state and local government.  

Montgomery County has used a similar model for almost ten years to provide printing services.  Montgomery County Public Schools provides services voluntarily at a favorable commercial rate to County Government, other county agencies, and non-profit organizations.  It does not compete in the private commercial market.  MCPS has an entrepreneurial activities fund (outside spending affordability guidelines) that accounts for these services as a private business.  This avoids any double appropriation within SAG guidelines.
Preliminary Implementation Steps or any Obstacles/Issues to be resolved: (Outline preliminary implementation steps and barriers and legal, regulatory, organizational and other obstacles that need to be overcome to implement)
· Survey Finance staff of all agencies to understand current processes for: 

· credit card processing.  

· Payment card approaches (i.e.. one pre-paid card to use for Recreation services, Parks, School fees, etc) Existing payment card technologies include the Transit SmartTrip. 

· Merchant fee arrangements

· The entrepreneurial approach would face significant obstacles because an entrepreneurial model is not familiar in government.  It is often confused with contracting out, which is a distinct decision.  Outside contractors or in-house staff can be used in an entrepreneurial model.

Level of Service Potential: (express impacts on the level of service (LOS). Please consider to be very brief and say “same LOS”, “improved LOS” or “reduced LOS”. If “reduced LOS”, please provide more explanation) 
Improved LOS
Cost Containment/ Estimate of Annual Savings:  

____ Less than $100,000 

 _X__More than $100,000 but less than $500,000,

 ____More than $500,000 but less than $1M

____ More than $1M but less than $3M

____ More than $3M
Reasonable Timeframe for Successful Implementation:

____ Midyear FY11 

____ FY12

_X__ Midyear FY12

____ FY13

____ Post FY13

Level-of-Work Required to Implement:

__X_ Significant    ____ Moderate   ____Minimal
Up-front Implementation Cost (if any)

____No     __X__Yes       If yes, what are the estimated costs?  To be determined
Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   __X__Yes   If yes, what group/s
Additional coordination with Agency Finance staff is required. 
This Proposed Project was recommended by the following Subcommittee members:

All members supported this project. 
This Proposed Project was not endorsed by the following Subcommittee members:

N/A
Documentation (if any):  (Include relevant documents/research/information that support the recommendation and rationale)

Attached is a summary of some of the services currently offered by the Department of Administration.

Proposed Project/Target Opportunity/Action #4: (Title of project/target opportunity/action – please rank them based on your suggested priority) 
Centralize Employee Background Investigations
Description/Purpose: (Describe proposed project/target opportunity/action, including what is intended to be accomplished and how it can be applied across multiple agencies If available, Include precedents or successes in other jurisdictions or communities.) 

Centralize employee background investigations for all County agencies
 through a consolidated contract bid may result in more favorable bid prices and establish a consistent standard of background investigations across all County agencies. 
A survey was performed across all agencies that looked at the following: 

· Number of background checks conducted per fiscal year: 

· Types of background checks: ( public records check, driving record, court documents, etc) 

· Who performs the background investigations: (e.g. contracted firm vs. county employees) If outside contract—name of firm and cost of contract per fiscal year

· If county employees—how many and their title and salary grade

· Total cost of conducting pre-employment background investigations

· Legal, statutory or other factors which prevent this function from consolidation

· Other relevant information 

Opportunities/Benefits Identified: 

· Lower bid costs

· More consistent standards

· Greater efficiency in processing background checks 

Preliminary Implementation Steps or any Obstacles/Issues to be resolved: (Outline preliminary implementation steps and barriers and legal, regulatory, organizational and other obstacles that need to be overcome to implement)

· Determine which is the most advantageous existing contract
· Determine the expiration dates for existing contracts

· Determine whether Public Safety agencies (MCPD and MNCPPC Parks Police) would make expanded use of contracted background investigations rather than using existing staff 

Level of Service Potential: (express impacts on the level of service (LOS). Please consider to be very brief and say “same LOS”, “improved LOS” or “reduced LOS”. If “reduced LOS”, please provide more explanation) 
Same LOS
Cost Containment/ Estimate of Annual Savings:  

____ Less than $100,000 

 _X__More than $100,000 but less than $500,000,

 ____More than $500,000 but less than $1M

____ More than $1M but less than $3M

____ More than $3M
Reasonable Timeframe for Successful Implementation:

____ Midyear FY11 

__X_ FY12

____ Midyear FY12

____ FY13

____ Post FY13

Level-of-Work Required to Implement:

__X__ Significant    ____ Moderate   ____Minimal
Up-front Implementation Cost (if any)

__X__No     ____Yes       If yes, what are the estimated costs? __________

Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   __X__Yes   If yes, what group/s_________________________

Coordination among the HR departments of all County agencies (excluding MCPS). 
This Proposed Project was recommended by the following Subcommittee members:

All members supported this project. 
This Proposed Project was not endorsed by the following Subcommittee members:


N/A 
Documentation (if any):  (Include relevant documents/research/information that support the recommendation and rationale)

See attached inventory/summary of the number and cost of background investigations by agency. 
Proposed Project/Target Opportunity/Action #5: (Title of project/target opportunity/action – please rank them based on your suggested priority) 
Consolidate Agency Security Patrols
Description/Purpose: (Describe proposed project/target opportunity/action, including what is intended to be accomplished and how it can be applied across multiple agencies If available, Include precedents or successes in other jurisdictions or communities.) 

The proposal is to combine the functions of the county security patrols and the MCPS security patrols to provide a more effective and efficient way of providing security coverage to all Montgomery County Government and school facilities.

Combining forces would allow for assigning specific patrol areas to security staff. This would be a much more effective way of covering all of the county and school facilities. Security staff would be on the same radio channel and could provide back-up to other patrol units or cover calls for service if the patroller in a certain area was unavailable. Combining forces might also result in a reduction of staff because of the efficiencies.

MCPS has 5.0 security patrols and a patrol supervisor.  The cost is $566,385.  The cost of the county patrollers needs to be identified.  Savings from eliminating duplicative services must be calculated after further review.

Preliminary Implementation Steps or any Obstacles/Issues to be resolved: (Outline preliminary implementation steps and barriers and legal, regulatory, organizational and other obstacles that need to be overcome to implement)

· Identify relevant MCG Security Patrol cost/staffing

· Identify logistical issues in combining security patrols

· Because of differing employee compensation and benefit arrangements it would be complicated to move staff between agencies
· It is expected that there would be operational obstacles due to existing Police Department and MCPS protocols.  This requires further review among the relevant agencies
Level of Service Potential: (express impacts on the level of service (LOS). Please consider to be very brief and say “same LOS”, “improved LOS” or “reduced LOS”. If “reduced LOS”, please provide more explanation) 
Same LOS
Cost Containment/ Estimate of Annual Savings:  

_X__ Less than $100,000 

 ____More than $100,000 but less than $500,000,

 ____More than $500,000 but less than $1M

____ More than $1M but less than $3M

____ More than $3M
Reasonable Timeframe for Successful Implementation:

____ Midyear FY11 

__X_ FY12

____ Midyear FY12

____ FY13

____ Post FY13

Level-of-Work Required to Implement:

__X__ Significant    ____ Moderate   ____Minimal
Up-front Implementation Cost (if any)

____No     __X__Yes       If yes, what are the estimated costs? To be determined but may include uniforms, equipment, supplies, etc…
Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   __X__Yes   If yes, what group/s
MCPD and MCPS Security Offices with agency HR, Budget and Finance staff. 
This Proposed Project was recommended by the following Subcommittee members:

All members supported this project
This Proposed Project was not endorsed by the following Subcommittee members:


N/A
Documentation (if any):  (Include relevant documents/research/information that support the recommendation and rationale)

MCPS Program Budget for Security Patrols. 
List of Potential Post FY 12 Ideas/Target Opportunities:

1. Centralize administration of specific functions: e.g. Payroll; Benefits; W2 Notification; banking services, Payments, etc…
2. Have reciprocal agreements with Montgomery County agencies to allow easier transfer and recruitment of employees (e.g. existing arrangement between MCG and the MC Circuit Court). 
3.  Centralize &/or explore contracting opportunities for alcohol and drug testing programs
� MNCPPC training offerings will be provided, but were not available in time for inclusion in the first quarterly report. 


� MCPS requires all applicants to pay for the costs of background investigations. 
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