
SOLANO COUNTY BOARD OF SUPERVISORS

February 28, 2012

MINUTES

CALL TO ORDER 
This meeting of the Solano County Board of Supervisors reconvened at 1:05 p.m. to conduct a Furlough Workshop at the County Events Center; 601 Texas Street, Fairfield, California.  All members were present.  Chair Seifert presided. 

OPENING REMARKS FROM CHAIR 
Chair Seifert welcomed all to the Board of Supervisors' Furloughs Workshop for an opportunity to discuss how furloughs would be implemented in Solano County if the need arose.

WELCOME FROM FACILITATOR 
Chair Seifert introduced Facilitator Janet Cory Sommer.  Ms. Sommer welcomed all to the Board of Supervisors' Furlough Workshop.  Ms. Sommer identified three groups present which included representatives of the 16 bargaining units in the County, representatives for unrepresented employees, County Department Heads, and members of the Board of Supervisors.  Ms. Sommer noted that the purpose of the Furlough Workshop was to discuss the issues and the options facing the County with respect to furloughs.  Ms. Sommers noted that the Board was interested in hearing from participants on how a furlough program might be implemented in the future and how the Board should make the decision of when or whether to implement a furlough program.

DISCUSSION - FURLOUGH OPTIONS 
Should a County furlough include the closure of County services and facilities? 
Closure of Facilities

For those County departments who were not required to remain open, the closure of facilities was supported during a period of time when services were least requested such as the Christmas holiday which would also benefit County employees with children who would not be required to find alternative childcare during the school holiday.  Closure of facilities would:

· Maximize cost savings in terms of lighting, heating, and security.
· Would allow the public to know that the offices would be closed
· Would allow employees to make long range plans
· Alleviate the need to schedule employees to cover hours of operation with reduced staff

Other suggestions included:

· Salary reductions be taken over the course of the year instead of at one time
· Coordinating the closure of offices with school districts for those departments that work with the schools to provide services

Non-Closure of Facilities

For those County departments who were unable to close due to their association with the Courts, or their requirement to be available for emergency situations, floating furlough days was supported.  However, it was noted that there were positions that were grant funded and did not affect the General Fund.  Also careful attention would have to be given to scheduling employees in an effort to alleviate any overtime pay.   

It was further noted that having some offices open and others closed would be confusing to the public.    
Modified Work Day

In discussion as to the benefits of working a shorter workday, it was determined that:

· There would be little savings to utilities or commute costs
· Contract work would be prolonged

· Meeting State deadlines would be challenging and may result in loss of funding if not met

· Work that required the use of deploying equipment would be hindered
Other Options
Other options included having some fixed days off and some flex days off and to let employee identify times when they had flexibility and utilizing holidays as unpaid holidays.
It was suggested that each employee be allowed four hours off each pay period without pay (Floating half day) upon approval of department.

Unintended Consequences


It was noted that unintended consequences of furloughs included:

· Employees using the unpaid time off as vacation time instead of Annual Leave and Leave balances with funding liabilities to the County increasing
· Employees becoming accustomed to the time off and not interested in returning to a 40 hour work week  
b.  Pros and Cons of Furloughs
It was noted that:

· Furloughs were the preferred alternative to layoffs as position allocations would be maintained with a furlough
· Furloughs were temporary and the County could return to a higher level of service in a shorter amount of time if positions were retained

· Employee morale would be impacted
c.  Other Considerations 
· County’s fiscal year was July 1 to June 30 and that there were a large number of contracts that would have to be modified to reflect modification to personnel costs

· Every employee be required to reduce their salary in order to be fair and equitable

· Impacts to special districts and other clients who rely on County services in order to carry out their services and who use County facilities to hold their meetings.
d.  Components of a Furlough Program
· Furloughs should only be implemented when contemplating layoffs.  
· Include a mechanism to dismantle the furlough when no longer needed as people adapt to less and won’t want to return to work.  
· Consider a furlough program at the time that the Board of Supervisors adopts the budget
· County departments be given adequate time to determine the operational requirements of their department
· Employees be given adequate preparation time

· Analysis of all impacts including impacts to the community and real savings
· Board implement a beginning trigger and ending trigger so that when the financial goal was met, furloughs would end

Wrap Up/Next Steps 
	

	


· Total shutdown of the County was not possible
·  Analysis would be required to be completed by each department to determine their operational needs

· Desirable to close as many departments as possible at the same time
· Each County department was unique in the services that it provided 
· Each department would have to determine their own operational requirements
· County services were revenue driven and that expenditures had to be decreased or taxes increased
· Public be informed of the services provided by the County and communicate what purpose the government serves  
· Hybrid option was most likely; however, a mechanism was needed to make fair, across the board reductions 
Appreciation was expressed for receiving input from County departments to be part of the solution and that it was understood that there was not enough money.  It was suggested that each department go back and do an analysis of what the County needs and wants to achieve and provide that analysis to the County Administrator’s Office.    It was hopeful that there would be a follow-up dialogue with County departments on the outcome of that analysis and what a hybrid furlough program might look like, what would a total shut down look like, how would it affect each department, how would it affect clients, how would it affect outside funding sources, what would be the unintended consequences, and what would potential savings look like. 

County Administrator Birgitta E. Corsello noted that the County Administrator's Office was building a budget for FY2012/13 with no furloughs at this time and that this discussion was to build a strategy in the budget instead of reacting to a financial crisis.  

	Public Comment


Chair Seifert invited member of the public to address the Board regarding the Furlough Workshop and the following public comments were received: 

A.  George Guynn, Jr., Suisun, noted that he did not feel that it was appropriate for County employees to be paid to participate in this workshop.  Mr. Guynn noted that more should be done to address the structural deficit.  

B.  June Guidotti, unincorporated Suisun, noted that she did not feel that County employees provided adequate services and that the County needed to be evaluated and all employees work part time. 

C.  Donald Tipton, unincorporated Vallejo, inquired what was the total shortfall for the County; why the County was required to appear at court if the County couldn't afford; meetings should be streamlined to reduce cost; and everyone should be required to take a day off without pay.  Mr. Tipton noted that he supported America Back to Work legislation. 

D.  Nadeen Roach, SEIU, noted that furloughs would create a loss of purchasing power for the community due to loss of income, decrease in employee morale; increase in stress, minimal general fund savings as many programs are federally and state funded, and a delay in benefits to clients. 

Closing Remarks from Chair

Chair Seifert invited members of the Board to make closing remarks and the following remarks were received:

Supervisor Spering noted the importance of this forum and thanked County employee for participating.  Supervisor Spering noted that he would not support a short term furlough policy for FY2012/13 but allow time to do an analysis of impacts and consider for FY2013/14.  Supervisor Spering noted that he did not feel there would be a real savings and that there was a need to identify the savings and the impacts of the savings.  Supervisor Spering suggested that the public be polled to determine what was important to them.  Supervisor Spering noted that the "trigger in" and "trigger out" needed to be clearly identified by conducting another forum to discuss what the triggers will be.  Supervisor Spering noted that he felt that there was a need for a hybrid approach to conducting furloughs in a manner that was fair and equitable throughout the organization.  Supervisor Spering noted that once the policy was adopted, if the economy improved the trigger would not be pulled; however, if the economy was worse, the County would be required to take action in order to save County jobs. 

Supervisor Reagan expressed his appreciation for those who participated in this workshop and noted that he did not support furloughs as he felt they were a short term reaction and would not address the structural deficit which was the challenge before the Board.  Supervisor Reagan noted that there was a need to make projected revenues meet projected expenditures as we go forward. 

At the conclusion of the Board's comments, Chair Seifert thanked all for participating in this forum, staff from Human Resources for organizing, and to Ms. Sommer for facilitating the discussion.  Chair Seifert thanked all managers and the County Administrator’s staff for managing the budget over the past few years and for their conscientious efforts.  Chair Seifert invited anyone with ideas to bring those ideas forward as continuing the dialogue would be important in implementation of a plan. 

Recess

This meeting of the Solano County Board of Supervisors recessed at 2:50 p.m.  The Board continued their regular meeting at 3:30 p.m. in the Board Chambers, 675 Texas Street, Fairfield, California.  
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