Agenda — May 14, 2019



AGENDA
BUDGET MEETING #3

LAURENS COUNTY COUNCIL
THURSDAY -MAY14, 2019 (TIME TBD)
HISTORIC COURTHOUSE

IMMEDIATELY FOLLOWING THE REGULAR SESSION OF COUNCIL

1.) Call to Order, Chairman Pitts
2.) Approval of Agenda — May 14, 2019
3.) Budgets To Be Reviewed May 14, 2019:

Fund 113-538 - Personnel Request - Probate Judge -

Fund #110-563 - Laurens County Disability and Special Needs
Fund #110-563 - Special Appropriations

Fund #128 - EMS

Fund #110-535 - Parks/Recreation and Tourism

Fund #110-521 - Coroner

Fund #110-519 - Communications

Fund #110-524 - E911

Fund #110-526 - Emergency Management

Fund #110-537 - Planning

SR e A o

4.) Next meeting date determination

5.) Adjournment

First Reading of Budget Ordinance — was April 23%,
Second Reading of Budget Ordinance - May 14" (target) (May 28" backup date)
Public Hearing and Third Reading - June 11" (target) (June 25" backup date)

FUTURE BUDGET MEETINGS:

Fund #123 - Fire Contract(s)

Fund #156 - FILOT Special Projects

Fund #600 - Capital Fund

Fund #110 - General Fund Revenues

Personnel Requests - Executive Session — Funds: #110-519 Communications, #110-521 Coroner, #110-523
Detention Center, #110-535 Parks/Recreation and Tourism, #110-536- Human Resources, #113-537- Planning,
#110-542 - Sheriff

SRR



. FY20 BUDGET-UPDATE

g ERe |§ji| Jon Caime,
M ounty Administrator
(‘ C Admini
e , May 10, 2019
LAURENS COUNTY

(

Council added an estimated $206,044 to the budget expenditures last night during budget
meeting #2 over what was presented in the Admin column. Based on the current
revenues projection that may equate to a $95,000 GF deficit.



Budgets To Be Reviewed May 14, 2019

Fund 113-538 - Personnel Request -
Probate Judge
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Fund #110-563
Laurens County Disability and Special Needs
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Fund #110-563
Special Appropriations
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Fund #128
EMS
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Fund 128 EMS Restructuring Overview:
Fund 128 is now a dedicated special revenue fund (SRF) for EMS created in FY 19 through
Council resolution 2018-33. The intent of County Council has been to clearly show that the
millage and revenues associated with this fund are directly related to the cost of this service. A
separate millage has been dedicated for this service for many years. Prior to FY19, fund 128
EMS had been treated as a special revenue fund (SRF) but was not (it was a component of the
GF). In FY19 Council segregated out fund 128 as an SRF. Fund 128 millage is set annually by
the appropriation ordinance (budget) and is subject to Act 388 caps.

Prior to FY19 fund 128 had been deficit spending for O&M accumulating a net deficit fund
balance of $1,159,934 (see table below) (audited FY17). The fact that this fund has a negative
fund balance is an indication that this fund has not had sufficient revenues to cover the costs of
the services we provide. With resolution 2018-33 the negative fund balance was reportedly
wiped out by reducing the GF FB UD by $1,159,934 and thereby starting FY19 with a $0 FB
(although the current figures from finance for FY 18 post audit show a positive FB?).

EMS Fund 128 FB Deficit
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In addition to the negative fund balance for O&M there is also a huge backlog of underfunded
and unfunded capital (both fixed and rolling). On top of that there is an understaffing problem in
EMS as wells as a problem with below market compensation.

The poor structural financials of fund 128 were draining resources from fund 110 GF. This may
have not been apparent prior to the FY18 financial restructuring. Post FY'18 phase 1 financial
restructuring the financial deficiencies of fund 128 are now more transparent.

Council is now faced with very difficult decisions on how to fix the financial structural
deficiencies of fund 128. This report is intended to start that process for FY20 and beyond.



EXISTING CONDITIONS (Overview of Financials):

TOTAL TAX INCREASE NEEDED: 12 mills (160% tax increase):

¢ Total O&M deficit for FY20 $575,907 will require 3.3 mills tax increase (46% increase)
» Rolling Stock Capital needs in excess of $6,000,000 will require 3.5 mill tax increase

s EMS HQ GO bond estimated tax increase 3 mills (15 years)

o EMS Substations tax increase 1 mill ( 15 years)

e EMS O&M Reserve tax increase 0.5 mills

We have ignored these funding needs so long that we must now be faced with a substantial
increase in order to pay for this service.

FUND 128 Operations and Maintenance Budget (O&M):

EMS services are in need of additional resources (personnel and equipment). Half of a full 6
person crew was budgeted for in FY18. For FY18 the Council also approved utilizing the
synergies of EMS and Fire service through a pilot program creating a new Firefighter/EMT
positions in the new Fountain Inn Thompson Road Fire Station. Combined fire/EMS service is
common for urban areas and the northern section of Laurens County is rapidly progressing to a
more urban environment. Additionally, if we want to promote more economic activity in
Northern Laurens County to take advantage of the growth of the GSP metro growth, we will
have to provide more services required for the urban environment.

In FY19 a new non-emergent pilot program was created with the intent to create non property tax
revenues with a goal of funding a new EMD 911 service. An additional 911 EMD service was
budgeted in fund 128 at $71,345. This EMD service was intended to help EMS be more efficient
with an EMD triage reducing the calls requiring the more expensive ALS vs BLS. If an ALS
EMS service is not needed a lower cost BLS service can be dispatched via EMD. In addition this
service increases customer service by allowing 911 dispatchers to help dispatch basic life support
while the caller is waiting on an ambulance.

For the 6 month finances of FY 19 this non-emergent pilot program is estimated to have created a
92% profit margin or a $16,489 surplus (although not all expenses captured yet). However the
newly added EMD service was budgeted to cost $71,345. Therefor at this point the original
intent of this pilot program was not producing sufficient funds to cover the cost of this new EMD
service so the EMD service ramp up is now on hold pending funding for FY20.

The first draft fund 128 O&M budget for FY20 has a net deficit of $575,907 which would
indicate a need to increase millage 3.34 mills or a 50% tax increase for EMS O&M alone (not
including tax increase needed for capital).



Before I recommend a tax increase (assuming one is possible with restrictions of Act 388) I want
to ensure we have looked at any efficiencies we can gain. There are two key efficiencies that are
possible.

EFFECIENCY #1 Patient Choice (net savings $183.000 (1.06 mills tax reduction):
We are currently subsidizing the costs for funding customer choice where a patient can chose
which hospital to go to when the most operationally efficient method is to take the patient to the
nearest qualified hospital.

In the first draft budget there are two expense line items that highlight the financial impacts of
this policy. The first is the O&M cost of this service. The EMS Director has tracked the actual
costs of providing this service for the past year. The net is the approximate equivalent of 3 FTE
(full time employees) or approximately $100,000 per year. In addition the mileage put on our
ambulances equates to a new ambulance needed every 3 years ($250,000 replacement cost @
$83,333 per year).

These expenses were not transparent as they were buried within our financials but I did bring
these to Council’s attention last year during the FY 19 budget discussions. This work was being
done by the existing staff but we have burned out our existing staff through understaffing such
that if we intend to keep this program we need fund an additional $100,000 for O&M to cover
this service. For the FY20 budget this is shown as “patient choice O&M cost” at $100,000
annually.

In addition this inefficiency is adding 65,000 miles on our ambulance fleet annually. With a
200,000 mile replacement schedule this additional mileage equates to a new ambulance every 3
years at a cost of $250,000. For the FY20 budget this is shown as “patient choice cap cost” at
$83,333 annually.

This $183,333 inefficiency is costly us an estimated 1.06 mills. We can eliminate this need for a
millage increase by eliminating the inefficiency. The net FY20 Fund 128 deficit of $575,907
could be reduced to $392,574 (2.28 mills) if we move forward with efficiency #1.

EFFECIENCY #2 Private Pay Cost Recovery(net revenue potential unknown:
We are potentially currently subsidizing the lack of industry standard cost recovery for patient
pay. Attached is a summary report entitled “Account Analysis by Month and Payor Type (Date
of Service Based”. The circled net charges for “Bill Patient” are the costs we bill the people
who use this service after we have collected insurance, Medicaid, and any contractual writeoffs
for insurance.

For the period September 2017 to August 2018 we billed $1,221,904. This is the amount the
patients who use this service should be paying us. We only collected $29,384 (2.4%). From
what 1 have been told by several sources this should be in the range of 30-50% collection. If that
is true we should expect to collect $366,571-$610,952 instead of $29,384.



Again if this is true we could totally eliminate our deficit for Fund 128 as well as a need for a
2.28 mill tax increase to cover this deficit (assuming we implement efficiency #1 also).

FUND 128 Rolling Stock Budget (Capital):
EMS has been underfunded in both the O&M and capital needs. Similar to other departmental
capital needs, a long term strategic plan for EMS highlights the need to catch up on our capital
needs. The first ever long range capital plan identified significant capital needs in EMS.

A significant investment was made by County Council in FY19 to fund over $550,000 in EMS
capital. However in FY19 there was a need for an additional $352,327 in capital that was not
funded. That need has carried forward to FY20 and is now added to the $814,188 in new capital
needed for FY20 creating a capital need of $1,166,515.

Our existing GF six mills of capital only produces $1,035,000 and for FY20 must fund an
existing L/P of $360,000 as well as the capital needs of the GF departments (Public Works,
Roads, Buildings, Sheriff, Library, PRTM etc...). Obviously we can not afford to cover the
entire cost of the EMS capital needs with some or all of the existing 6 mills of capital.

THE NEED FOR FUNDING CAPITAL IN EMS DOES NOT GO AWAY WITH NO
FUNDING BUT COMPOUNDS THE DEBT FOR THE FUTURE.

Over the next 10 years this long range capital plan has identified $6,245,317 in non-fixed capital
needs (between now and 2029) for ambulances, cardiac monitors, etc. That is 36.31 mills of
taxes over the next ten tax years or an average 3.63 mills per year. This will continue after this
planning period.

The fact that we have $6,245,317 in rolling capital needs is a result of not identify and/or
purchasing these needs in prior years and highlights the importance of long range planning. This
also highlights the need to not postpone needed capital replacement as this puts a higher burden
on the future and creates a worsening cost scenario that is harder to correct in the future. Long
term planning is beneficial to smooth out the funding for regular capital replacement needs.
Purchasing large amounts of capital needs at once drives up the expense today requiring an
increase in funding now (tax increase) and the requires us to repeat the cycle in the future when
the next wave of replacement capital is required to replace the current wave.

The ideal plan is to smooth out the capital purchases so we are consistently and regularly
replacing capital equipment. The failure to identify and/or replace EMS equipment and vehicles
has resulted in the large wave of capital replacement needs that need to be funded now.

Now that EMS is an SRF capital should be funded from the SRF not the general capital millage.
With a steady 3.5 mills would equate to approximately $600,000 per year. Any excess from one
year would be placed in a capital reserve to be utilized in subsequent years so that the tax for
capital could remain stable over the 10 year period. For now this millage is being averaged up
until 2027 but can be modified up or down as needed in the future.



Creating this millage will allow us to establish a lease purchase program to catch up on needed
capital. A capital reserve could also be established to fund the next wave of capital in 2025. See
the charts below.
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Year 1 (FY20): $1,166,517
o 3 Stretchers from FY19 (unfunded): $58,058 (cost increases & carries forward)



¢ 1 QRYV from FY19 (unfunded): $38,225 (cost increases & carries forward)
1 Ambulance from FY19 (unfunded): $247,344 (cost increases & carries forward)
4 Stretchers : $77,411
3 Chairs from FY 19 (not funded): $8,700 (cost increases & carries forward)
2 Chairs: $5,800
EMS S-3 §38,225
Ambulances (2)- $494,688
¢ Cardiac Monitors (6)- $198,064
Year 2 (FY21): $259,711
Year 3 (FY22): $272,696
Year 4 (FY23): $286,311
Year 5 (FY24): $584,202
Note Year 6: $1,278,253
Note Year 7: $591,690
Note Year 8: $585,019

Recommended funding source: Annual capital millage specifically for EMS, set stable millage
and fund all over the next decade (potential lease purchase options also).

FUND 128 Fixed Assets Budget (Capital):
Council has identified a new EMS HQ as one of their top priorities apparently for 6 or more
years now. Several alternatives and properties have been brought to Council but have been
denied funding. It is assumed a GO bond will be issued to fund the EMS HQ. The other
priorities may be added to that GO bond or the 3.5 mills in rolling capital needs may need to be
increased to cover the additional needs of the other fixed assets priorities highlighted below.
EMS HQ estimated 3 mills GO bond over 15 years.

Further our substations need to be replaced. This is estimated to be $1,577,000. Assuming an
interest rate and that this is financed over 15 years a total of 0.94 mills annually (13% tax
increase over our current 7.32 mills) would be needed (total of 14.13 mills over 15 years).

Priority #1. New Headquarters Complex for EMS administration and Medic #1

(Total Estimated Cost - $UK). This project has been identified as a top priority of Council
however with the current cost estimates this project is currently on hold while we evaluate our
options. This project will be funded through a future GO bond.

Priority #2. New Medic #2 Complex and relocate Squad #2 to same location
(Total Estimated Cost - $600,000)

Building - $450,000

Land Acquisition - $0

Site Prep/Grading - $100,000

Furnishings/Misc - $50,000

L

Priority #3. Relocate Medic #3 to Gray Court Fire Department (Est. Cost - $150,000)
Priority #4. Renovate Medic #4 in Cross Hill (Total Estimated Cost - $67,000)




Long term (S plus years)
These projects have been identified for long term planning purposes (outside of the 5 year
short/medium term cycle).
Priority #5. Relocate Medic #5 to Trinity Ridge Fire Department ($10,000)
Priority #6. Construct new Medic #6 complex/ relocate Squad #1 to same location ($600,000)
Priority #7. Relocate Squad #3 to Thompson Road(Total Estimated Cost - $150,000)

FUND 128 O&M Fund Balance:
Prior to FY19 fund 128 (due to the lack of sufficient funding) had been deficit spending for
O&M accumulating a net deficit fund balance of $1,159,934 (see table below) (audited FY17).
The fact that this fund has a negative fund balance is an indication that this fund has not had
sufficient revenues to cover the costs of the services we provide. With resolution 2018-33 the
negative fund balance was reportedly wiped out by reducing the GF FB UD by $1,159,934 and
thereby starting FY'19 with a $0 FB (although the current figures from finance for FY18 post
audit show a positive FB?).

FMS Fund 128 FB Deficit
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An O&M reserve should be established to cover future O&M deficits and emergency purchases.
The recommended goal would be a 25% FB which would require $907,291. If we started
funding a reserve to get this 25% goal in a decade we would need approximately 0.5 mills over
the next ten years.
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Laurens County

Emergency Medical Services

Matt Pennington

Director

Office: 864-984-1574

Fax: 864-984-9466
mpennington@co.laurens.sc.us

Date: January 14, 2019

To: Jon Caime, County Administrator & Lisa Kirk, Finance Director
From: Matt Pennington, Director

Re: FY 20 Budget Justifications

Below you will find our department’s justifications for the FY 20 budgetary process for specific line items for both revenue and
expenditure items. You will find listed in order below areas of priorities that are of importance for progressive forward motion and
the effective operations of EMS. They are as follows:

1. The increase the current (2) two Medic 5 EMT’s from 14-hour shifts to 24/48-hour shifts.

2. The need for an aggressive and progressive replacement plan for our fleet, this will afford LCEMS the ability to provide
dependable and safe transportation for the employees and the citizens and visitors of Laurens County.

Revenue Generation
Account# 128-340-34500-34511

1. -34511 EMS Fees Revenue: FY 19 amount projected with DSO 2,002,615
FY 20 amount projected with DSO 2,140,001

2. -31110 Real Property Mills FY 19 amount budgeted @ 7.2 mills X 170,000.00 = 1,224,000
FY 20 amount projected @ 7.2 mills X 170,000.00 = 1,224,000

Deputy Director 864-984-0577, Training Office 864-984-1574, Shift Captain 864-984-0619
PO Box 391 Laurens, S.C. 29360
SERVING LAURENS COUNTY SINCE 1976



Expenditures
Account# 128-525-42000

INCREASE
Attachment A

1.

11000 Salaries: FY 19 amount $1,195,434.00; amount requested $1,222,564.22 (+ $27,130.22)
Addition of one (1) full-time EMT and transition of the two (2) current Medic 5 EMT’s from 14 hour shifts to 24/48-hour
shifts. This also includes the 2% increase for

2. 13000 Overtime: FY 19 amount $575,000; amount requested $600,381.48 (+25,381.48) this increase will cover the
additional full-time personnel requested to transition Medic 5 from a 14-hour truck to a 24-hour truck.

3. 11010 Part-Time: FY 19 amount $190,000.00; amount requested $197,500.00 (+ $7,500.00) this increase is due to the added
expense of a Medical Director which is cost shared with Laurens County Fire Service.

4. 61025 Building Maint Supplies: FY 19 budgeted amount $8,000.00, I am asking for an increase to $10,000.00. This
increase is related to the need for upgrades to our stations to include occupancy sensors, LED lighting, and other building
repairs as our buildings are aging and are in need of may repairs. HQ is in need of either re-wiring or an additional electrical
service to accommodate our ambulances for climate control.

DECREASE
Attachment A
1. NONE
Salary Request:
Attachment C

1. (1) One new EMT position. Total amount requested: $ 49,719.16. This includes regular hours of 2080 and built in
over time at 848 hours, this also includes FCIA, Retirement, Health insurance and workers comp.

2. The transition of the (2) two current Medic S EMT’s from their current 14-hour shift schedule to 24/48-hour shift
schedule. The difference to bring these two positions into the 24/48-hour shift schedule is $27,529.12

3. 2% increase per degree for 5 employees that have a degree related to EMS or Emergency Management. This will be
an estimated cost of $10,000.00.

4. $7,500 added back to part time salaries for the shared expense of our new Medical Director. This was brought to
council in October and was a shared cost with the Laurens County Fire Service. The shared cost for EMS came from
our part time account as an unfunded request.

Attachment C

EMS positions including over-time $49,719.16
Benefits $19,989.16
Medical Director $ 7,500.00
2% increase for Degree $10,000.00
Total $87,208.32
Grand total $87,208.32

Deputy Director 864-984-0577, Training Office 864-984-1574, Shift Captain 864-984-0619
PO Box 391 Laurens, S.C. 29360
SERVING LAURENS COUNTY SINCE 1976



In reference to new EMS positions, these positions will help to reduce work load on our current staff, reduce response times, and
potentially increase revenue by reducing the number of times outside assistance is needed from other agencies. As you are aware for
FY 17/18 budget I was approved for 3 paramedic positions, with the addition of these staff members we will transition our Medic 5
14-hour ambulance to a 24-hour ambulance. This will add one additional ambulance to our fleet, allowing our Northern area Quick
Response Vehicle (QRV) to remain open for the full 24-hour shift; by doing this we add additional resources to the Northern area of
our county and reduce response times to this area. We then have the possibility to maintain a Medic 6 with part-time staff for peak
hours and days. With the addition of EMD, this would allow EMS to provide a tiered response. What that means is, if a caller
requests assistance based on their complaint, we could respond non-emergency (no lights or siren) (reduced liability), or send Medic 6
a Basic truck for low acuity calls, which will keep our ALS units free for higher acuity calls. We added a non-emergent ambulance in
FY 18, we have had success with this addition. We are currently utilizing part time staff to operate this unit, as a part of this we
should be able to fund the salaries for 2 EMD dispatchers for EMD. We have for the first six (6) months collected around $35,000.00.
While this does not seem like a lot this unit was not fully operational until about in October of 2018.

If the council chooses not to add the requested additional staff, I would like to take three (3) acquired paramedic positions from FY 18
budget and convert them to 12-hour paramedic positions. I would need to hire one (1) EMT and increase the salaries of all Medic 5
EMT’s to meet that of the current salary of 24/48 hour EMT’s.

CAPTIAL REQUEST:

Fleet/Equipment Replacement

Attachment D
(3) F-450 Ambulance New $645,000.00 $743,032.00
(2) QRV’s $ 77,450.00 $ 77,450.00
(7) Power Cot’s $144,952.62 $144,952.62
(5) Stairchairs $ 16,552.15 $ 16,552.15
(6) New Cardiac Monitors $196.231.51 $196.231.51
Total $1,080,186.28  $1,178,218.28
Without 3 Power cot’s $1,018.063.72  $1,116,095.72

I have a projection based on estimated amounts for all items above that are related to ambulances. I have estimated a price range to
reflect the lower end and the higher end. We should not sacrifice a quality truck for a lower price. The cost of the ambulances is an
estimate and is a turn key truck. That means it has the radio, a new power cot, the required cot fastening system, camera’s, WiFi, and
controlled substance’s lock box. If the power cots are included with the ambulance’s you can take $62,122.56 off of the total amount.

I am requesting (6) six new cardiac monitors, this will finish out my request from FY 19 budget. This will replace all monitors in our
front-line fleet, allow for (1) one to be placed in training as required by the DHEC. This will also allow for a fully stocked ALS spare
ambulance to be ready for additional responses as needed. I am requesting (3) new ambulances. We would replace the following:
Three (3) ambulance (one [1] from FY 19) that have over 240,000 miles with extensive cosmetic issues in the patient compartment
that must be repaired. We need to plan for an aggressive replacement plan to ensure that we have a dependable fleet to respond to
emergencies. I am willing to work with both Mr. Wilson and Council to secure any normal or alternative purchasing plans needed to
accomplish this task. A lease purchase program would be of the most benefit for LCEMS and the county, as this would allow for
new/replacement purchases of ambulance’s every 3-5 years to help reduce the overall maintenance costs associated with an aging fleet
that is already riddled with mechanical and electrical issues from the previous builder and again. I am requesting the replacement of
(2) QRV’s (one [1] from FY 19), with over 200K miles. The new QRV’s will replace two front line QRV’s. The replaced vehicles
will replace two administrative vehicles that have high mileage and will soon begin to have mechanical issues.

Deputy Director 864-984-0577, Training Office 864-984-1574, Shift Captain 864-984-0619
PO Box 391 Laurens, S.C. 29360
SERVING LAURENS COUNTY SINCE 1976
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