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FISCAL 2021 AND 2022 BUDGET ANALYSIS & NARRATIVE

Ladies and Gentlemen of the Cass County Board of Commissioners Becky Moore, our Finance Director
and | are pleased to submit for your consideration a budget for Fiscal 2021 and 2022 as required by
Public Act 2 of 1968, as amended.

At the outset we want to thank all Elected and Appointed leaders who met with us multiple times to
understand and explore where we have come from, what we are learning, and how, working together,
we can do better for one another and our residents and taxpayers.

It has been a challenging year. The pandemic has sent shockwaves through all aspects of public finance.
It has, and will continue, to present challenges to our expectations of revenues as well as impacting
expenditures. The adjustments we have made in response to the pandemic have also showed us new
ways to serve our residents, property owners, partners and businesses. These impacts do not necessarily
relate in linear terms; receive a dollar more and spend a dollar more or receive a dollar less and reduce
costs by a dollar.

Many people, many times over the last few months, have asked Becky and me, “What is the number?
What are we short?” We generally respond with ranges and qualifications. | would like to give you some
idea of the magnitude of building the County budget. Many imagine that it is like assembling our
household budget where we deposit money and then spend it or save it. In fact, the County receives
money from a multitude of different sources, over 36,000 tax parcels alone. So far this year total County
revenue intake includes 2,497 Treasurer receipts totaling $53,503,868 posted to 550 different general
ledger accounts and 47 different County funds. Keep in mind that many of those receipts is not a single
transaction but many transactions combined into one receipt. Two examples: District Court may take in
money every day for a month and combine that money in just one receipt. The Treasurer may take in
property tax payments from 40 taxpayers in one day and combine that into just one receipt. If we do
not proactively manage these in-flows, we can very easily neglect to take notice of money we should
have received or misapply monies we did receive. One example of this was in one of our budget
meetings the Sheriff asked what had happened to a fee applied to traffic tickets that dates back 20
years. The Sheriff, Becky and others are working on the timeline to understand when and why that fee
is no longer being collected. In other cases, what appear to be excess funds have been sitting, not
hidden away, just “lost” in the machine of over 5,000 general ledger accounts and hundreds of
thousands of transactions. The pandemic accelerated adopting alternative payment methods. It has
created circumstances where many people who have payments to make prefer to do so remotely.
Fewer people coming to County facilities has implications far beyond paper towel usage by visitors to
right sizing office space, security systems, even parking and building access. Vendors are now pitching
payment kiosks. Imagine a payment kiosk located in each local jurisdiction that could provide access to
remit money to the County. We learned in our budget meetings that people can pay child support for a
Cass County obligation at any 7-Eleven in America. Directly related to income are non-statutory fees
that the county charges for certain services. Examples (not exhaustive) of these kinds of fees include dog
licenses, ROD search fees, mapping fees and permits of various types. Becky and | believe that
appropriate assessing of these fees can produce between $50,000-$100,000 or the equivalent of



supporting the entire costs of one of our existing employees. We recommend creating a Committee of
the Board of Commissioners to study and recommend a schedule of fees.

All of what | have just described is solely about revenues and money coming into the County.

Expenditures are exponentially more complex. The County issues over 5,000 vendor payments each
year and over 5,000 payroll checks in that same time period. Again, each check does not equate to a
single transaction, but many include multiple transactions. The average payroll check will post to 20
different general ledger accounts, all which then require reconciliation as the money is collected and
then paid out, on behalf of the employee.

We have talked about revenues and expenditures from a transactional standpoint, however throughout
our budget there is a dynamic relationship that influence, and somewhat hinder our control of both
revenues and expenditures. A good example is the jail. The jail has a minimum staffing requirement.
Think of it as a fixed cost to have the doors open. Once we have it “open” the ability to manage its
population has an impact on food costs and other jail census driven costs. It is critical for our jail
population to include as many sentenced individuals as possible because we can bill the State for
lodging them. If we can bill the State, we receive income. No matter the jail population, if inmates are
not sentenced the county pays all the costs and receives no revenue. This is exacerbated by COVID-19
quarantine requirements that further impact (reductively) the jail population. These symbiotic
relationships exist throughout the budget. Monitoring and managing them is essential and requires the
cooperation of ALL County employees.

Before we detail noteworthy changes, | want to talk about County assets and real estate. The County
owns hundreds of properties and tens of thousands of square feet of buildings. These are not tax
reverted properties but rather County owned and include a very wide range from a lot on Diamond Isle
to the Log Cabin Museum to vacant land; and the buildings we all know and think of as County owned
buildings: Law and Courts, the County Building, the Sheriff Office and Jail, Animal Control, Cass District
Library, Cass County Medical Care Facility and on and on. We talked about a facilities study to evaluate
the buildings and their systems earlier this year. That study was placed on hold due to COVID-19 and our
buildings being closed to the public. It is critical that we have the right amount and not maintain and
bear the cost of excess space. It is also important, in our judgement, to not hold on to assets that can be
disposed of or converted to other uses. One such building is the Department of Corrections offices.
These state employees are increasingly moving to a remote working model. We could accommodate
them, securely, in the County Building whether they are working remotely or not. The building currently
allocated for their use is a valuable asset. We should consider the best use and consider its sale or
transfer. Similarly, is the Cass District Library. Shortly before the pandemic, Chairperson Marchetti and |
met with Ms. Gordon and representatives of the Cass District Library Board at their request. The
meeting purpose was to have a conversation about buildings and real estate and improvements along
with ownership. The Cass District Library does not rely on General Fund dollars because it has its own
millage. However, the General Fund pays for some of the operating costs and insurance. One of the
ideas floated by the Library Board was to buy the building from the County. There are many reasons to
evaluate and press forward with ideas like this and they are not about ego or separateness but rather
how to be clever in managing finances and investments. |say they are not about separateness because
Barbara Gordon and the Library Board have been great partners. As the members of the Board of
Commissioners know, Barbara has attended and participated in our strategic thinking and reporting



retreats. We recommend creating a Committee of the Board of Commissioners to evaluate un-used or
under-used County real estate holdings.

The Historic Courthouse. One of the other common questions we have heard, and everyone has
wondered about relates to the historic courthouse. Everyone is aware that using our own work force
we undertook significant interior demolition. The purpose of this was two-fold: first to save the costs of
hiring a contractor when our own team could get it done, and second, to expose hidden conditions so
that eventual design decisions and cost estimates could be more finely tuned. We believe the savings
that accrued to the County by using County employees is between $75,000-$100,000. The pandemic
brought everything to a stop. Everything includes the availability of contractors and building industry
professionals to provide detailed analysis as well as our own availability to focus. That is slowly
changing, and we must keep moving forward, incrementally with solid information so that good
grounded decisions can be made. We always knew we were working in a highly charged construction
environment and the longer we waited the more construction costs would decrease to something
resembling normal. The pandemic disrupted everything. We are still seeing the shakeout. Contractors
reduced capacity yet demand and needs did not slow. We still have the same options we did in January.
We do have more information as a result of the interior demolition. The short-term option that will
provide us the most information is to solicit developers and contractors to deliver this project. Using a
Request for Qualifications first, followed by Request for Proposals, we will be able to determine interest,
and unanswered questions needing more information from the County. One of the things that has
changed as a result of the pandemic is, we now entertain remote working and service. What started as a
way of continuing services in a public health emergency has changed, (with much still unknown) how we
will work in the future.

MERS. Aside from buildings the most significant long-term obligation of the County is in the Michigan
Employees Retirement System and commitments the County has made by policy in the case of non-
union employees and collective bargaining with our nine units. We have all known this and everyone
involved, the Board of Commissioners, the Elected and Appointed Leaders, our Chief Judge, and all of
the employees currently counting on past commitments made to provide for their retirement, want to
see a positive solution to our $10,720,000 of unfunded liabilities. Working with MERS Becky and | have
identified what we believe are all possible options. There is no way forward aside from some massive
borrowing, or continued reliance on a limited tax base that does not include negotiating with our
bargaining units. Understanding the complex nature of the County sole-employer and co-employer
dynamics we recommend there be convened an Executive Session of the Board of Commissioners to
discuss Collective Bargaining Strategy and Options and that the Board of Commissioners include in that
session, Labor Counsel, the Chief Judge, Sheriff, Clerk-Register and Treasurer. In that session Becky and |
can present the range of options so that a unified, consistent, fair and transparent strategy can inform
all the collective bargaining. Specifically, we would like to do this at the October 15" BOC meeting.

4-H / EXTENSION. 4-H is a highly valued and supported service available through Michigan State
Extension Services. | surveyed the MAC Administrator and Controller email list and discovered what we
have heard in our county is very similar to what many other counties are experiencing. The pandemic
response from our statewide Extension team has been to shift to remote service and to curtail travel
and group meetings. This remote working/no meeting/curtailed travel platform has shown that the
Extension mission can be maintained using technology to communicate with individuals and groups.



However, we believe this posture has made it even more challenging for 4-H to build its capacity, both
volunteer leaders as well as members. Through our research and meetings with Julie Pioch, District
Director we came to understand that we would like to integrate 4-H into our County team being
gathered around critical issues. Over and again we are discovering ways to be connected and help one
another and build community. Perhaps 4-H could benefit in some way from the Cass County
Transportation Authority, or the COA or support somehow via the Cass County Medical Care Facility and
perhaps those agencies and our departments can help 4-H. Or, possibly when we worry about young
people’s mental wellbeing we should or could consult with the 800 of them who have demonstrated
caring. Toward that end and working with Hailey Harman, Program Coordinator and Julie we hope to
make 4-H as much a part of how we strategically think and act as any other critical element. As it relates
to the County Basic Service Assessment and MOU with Michigan State, we have recommended funding
it without any reduction for fiscal 2021. We have asked Julie to think about services provided and
delivery models as we would like to see choices and options and the ability to provide greater support if
indicated to 4-H. | want you to know that these questions and ways to think about our relationship with
Extension are happening in other counties as well as ours. MAC gatherings, virtual or otherwise, may be
a great way to learn from one another. We recommend a Committee of the Board of Commissioners
be established to gather information and identify options.

A Broad County Team. We have made great strides pulling together our County team and related
commissions and agencies in the direction of a unified collective of people serving our residents. We
were just beginning to have regular meetings with the Executive Leaders of the Cass County Road
Commission, Council on Aging, Woodlands, Cass County Medical Care Facility and on occasion the
Leaders from the Cass Family Clinic and the Cass District Library. The pandemic has caused this to pause
because we all went into emergency management mode. Even in emergency mode we helped one
another. We could get some supplies through our MAC vendors that others could not and vice versa. It
has been a powerful reminder that together we are so much stronger than alone. We want to continue
those efforts and rekindle the active exploration of future organizational sharing, not just around
emergencies but around improving our capacity and efficiency. One of our agencies that decided to not
participate in our group health insurance solutions has since decided to do so a year from now. Another
that has never participated asked just this week if there was an opening to do so. Working together
makes sense. For another example:

Legal Services. The pandemic has caused an incredible escalation of legal costs and none of them are
allowable for any reimbursement from COVID-19 grant funding. We also had to consult with both of our
legal service providers, on the labor side as well as the civil side. Both firms have indicated a small
discount would be available if we sole-sourced legal services. We think specific expertise is important
and we have that now. However, if we joined with our other public partners, we believe there are
options and models that might prove beneficial to us all. We will be adding this as a high-level item to
the group of Executive Leaders of our commissions and agencies. And yet another example:

Technology Support and Facility Management: All of us (The Broad County Team) maintain
buildings and grounds and rely on technology and we are as independent of one another as you can
imagine yet, pre-pandemic, we all agreed we should work together and leverage one another’s
strengths. We know the opportunity to make extraordinary inroads in serving our residents and



property owners. We also know that the Townships and Villages and City can all benefit from
opportunities to collaborate.

In this budget, we have provided funding for further investment in a Geographic Information
System. Our County covers a lot of ground and is in many respects fractured, not by hostility or rivalry
but rather by distance and a lack of organized and actionable information. The continued development
of our GIS platform will knit together all the information available that is not corelated. Consider that
our Health Department maintains sewer, water and inspection permits and most Townships have their
own Building and Zoning and enforcement processes. Our School Districts and Transportation Authority
plan bus routing, our Road Commission manages road quality data, our COA delivers thousands of
meals, countywide. At a Board retreat last year, we presented detailed information about law
enforcement and call locations and fire and ambulance calls. The assembly of that information took
huge amounts of labor and while it was accurate it was not precise.

We had an encouraging conversation with John Egelhaaf, Director of Southwest Michigan Planning
Commission about broadband and GIS. It is clear we are significantly behind other Counties, yet it is also
clear we have a partner in SWMPC who can access for us a great depth of knowledge to help formulate
an actionable plan of implementation. We believe there is no greater tool or service available to bind
together our County. We believe GIS should be the single topic of the next Commissioner’s Planning
retreat.

Broadband - Since last fall the Southwest Michigan Planning Commission (SWMPC) has been
building linkages in broadband internet with the intention of finding a pathway forward for the
County. Many partnerships have been built from entrepreneurs in the field, to a senior advisor
of the Cyber Law Clinic of Harvard Law School, to foundations, to a digital communications
specialist who holds an innovation fellowship at MSU, to an organization that pioneered and
manages the ultra-high-speed internet linkage between University of Michigan, Michigan State
University, and Wayne State University. From this work, we have the opportunity for a
synergistic project with the same organization that manages the university broadband linkage
mentioned above, Merit. Merit recognizes their next step is to help bridge the divide between
K-12 students who have broadband internet and those who do not. They call that divide the
“homework gap.” Their ambitious effort to bridge the homework gap is called the “Merit
Moonshot.”

Merit is a non-profit organization that wants to assist Michigan communities providing
broadband to households. They are not in the business of providing internet to homes. Rather,
they are in the business of helping communities navigate how to do it. Over the last seven
months, SWMPC meetings with Merit executives have become as frequent as weekly. It is now
clear that Merit sees the opportunity to work with Cass County as a chance to synchronize and
pioneer their Moonshot with progressive like-minded county leadership. To that end, they
have provided a proposal for an important next step in the process.

Why “Haves” & “Have-Nots” - The current internet challenges that communities face are that
the marketplace for internet has left us with “haves” and “have-nots.” Moreover, where high-



speed internet was once an option for households it is fast becoming a necessity. It is driving
our economy, education, and even our ability for government to interact with constituents.
The gaps between haves and have-nots are there because the marketplace cannot make a
business case for providing internet to the have-nots. The infrastructure cost (supply) exceeds
the potential subscription revenue (demand) in low density areas. There is a way to alter this
equation. The cost of supply can be offset by grants. Federal and State grants have recently
been created. However, those grants are based on the essential demonstration of need. If
Cass County’s need can be proven, the door is open for grants.

Demonstration of Need - Presently need is demonstrated through Federal Communications
Commission data collection (maps). The FCC builds their maps by asking internet providers
where their service areas are. A provider only has to offer service to a single user inside a
census block for the FCC to consider the entire census block served. This results in maps with
significant inaccuracies. Without a better, more accurate map, it is not possible to demonstrate
what we know to be true; on the ground, there are large areas of Cass County without
broadband internet.

Better Maps - We can build accurate, credible, defensible maps of internet coverage and speed
that are “ground-verified.” This can be done by asking households throughout Cass County to
do a simple speed test (a simple click of a button), and a brief survey. If this speed test/survey
was widely taken across the County, the results will produce highly accurate maps of internet
speed and coverage. Merit has generated a proposal to do this work in Cass County for just
under $6,000. The project would take approximately five months to complete. When
complete, Merit will generate as many as 20 different maps for Cass County. From that point
County leaders can begin prioritizing gaps in coverage and develop strategies to fill those gaps.
In five months, the County could be positioned to control our own forward progress on internet
coverage.

Document Imaging. The County made a substantial commitment to document imaging by leveraging
State and Federal reimbursement and support via our Courts. In the last budget we created a leader for
this effort at a high level defined as the Deputy Director for Information Services/Technology. In the
process of assembling the recommended budget for you, Becky and | with Jodi’s and Carol’s and Judge
Dobrich’s participation started from scratch and studied the history of the project and every action
taken this far to move it forward. My orientation was not negative at the start, but neither was it full
speed ahead. | believed we needed to be willing to back away if that was what good management
indicated. We met together and separately for more than a few hours. We spoke with other County
leaders. We studied potential savings and what savings really meant. It became very clear that we have
a solid foundation we can build on. This is a foundation including technology and team. This budget
continues that commitment to significant savings in time and materials costs but also enhanced quality
control. We should look forward to a time when the County is fully integrated. The use of these tools
also informs County space needs and must be factored in programming work at Law and Courts as well
as the County Building. This brings us to:
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Printing. We are taking a very deep dive examination of printing and duplication. Becky and | were
stunned to learn how many different individual printers are being supported (slightly fewer than 100) at
a time when we provide high-speed network printing in most cases within 25 feet of every workstation.
Additionally, we discovered we are still printing millions of copies when in many, many cases they could
be printed and shared electronically. This study and analysis is not a small undertaking. It is also not
something that should be sprung on our leaders or team. It is included here to emphasize its importance
as well as its critical place in the new smart workplace. One thing is particularly important here, it is
important in every aspect of our operation, but it is essential here. That is training.

County Parks, County History and Economic Development. You will see in our detailed
recommendations that a year from now we do not include General Fund support for Parks. This is not
because we do not believe in Parks, quite the opposite, it is because we are certain that with proper
investment in our Parks and History and Economic Growth promotion we can become outwardly, the
incredible resources that we know we are internally. Our National Dark Sky designation is already
drawing visitors from other states as well as our own residents. We are all certain this will continue to
have enormous draw. All these roles combine to define Quality of Life. We recommend continued
exploration amongst these entities to present a unified plan and portfolio. The recent decision by the
Economic Development Corporation to engage Kinexus in a 6-month outreach to County businesses who
may need or desire assistance is a huge step forward. We also recommend this be engaged with a
Special Committee of the Board of Commissioners established for this specific purpose.

Elder Care. Shortly before the pandemic stopped the world, we had convened a group of leaders to
study and share visions about aging and how in Cass County, we could do the very best and be as
innovative as possible. Our taxpayers have strongly supported community investment. The leaders
group included representatives from Council on Aging, Cass County Medical Care Facility, our Area
Agencies on Aging, our Courts, DHHS, Woodlands and the Cass Family Clinic. At this point in the timeline
there is no cost other than time for us to meet to explore how we can leverage our resources to create
new models for caring and serving. It is essential that we recommence that effort. This effort is also
very much connected to the County real estate holdings and Economic Development.

Class/Comp. Our class/comp work did move a bit forward during the last 6 months. It is still not ready
to present because we must make final updates and present it to the large class/comp team including
the Elected Department Heads, our Chief Judge, Carol Bealor and myself. Allowing for all of our other
priorities, we hope to have this ready for Board consideration by the end of the year. One more note on
class/comp. The pandemic and its implications from who are essential must-have-at-work personnel to
who and how people can work remotely, has had an impact on how we understand and evaluate
classifications.

Stability forward. Last year Becky and | returned to serve the Board of Commissioners and work with
all Elected and Appointed leaders, employees and Commissions and Agencies. We did so because we
recognized we each had a unique ability to help. We understood County Government, we know and
love Cass County, and our time in business, helping clients and companies succeed and transform,
produced a seasoned and known sense of what was possible. We recognize the importance of creating
a sustaining culture and organization. The County has gotten a great deal. We estimated last year that
what the County was paying us represented a savings of almost $150,000 over the prior year. It is
important to invest that savings, not in either of us, but rather beginning to create some redundancy in
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financial and operational management. The recommended budget includes provisions to hire a deputy
finance position as well as a deputy administrator position. There are very clear roles and
responsibilities for these positions but the most important is redundancy and future planning to provide
the needed leadership for Cass County.

Internships. We are surrounded by Colleges and Universities. At community meetings we hear
worry there are no opportunities for young people to remain local or return. We feel strongly
the opportunity for Cass County to become recognized as an organization where emerging
talent is excited to serve as interns. There is no function in County Government that does not
have an opportunity to benefit from internships. To be clear, this is not about inexpensive
labor. It is about special projects, research, and the ability to become known as an innovative
organization. Literally, every function from facilities to history and from records management
to recreation programming, and emergency services in its many manifestations to information
management and content organization and development. The possibilities are limitless. Toward
this end Becky and | are willing to fundraise $10,000 to fund stipends for a Cass County Intern
Program. We will need to work with our unions and carefully define expectations. As an aside,
we also believe there is a place in the County organization for 4-H students.

IMPORTANT NOTE:

Included in the presented budget, is staffing, as it exists today. Adoption of the Fiscal 2021 and
2022 budgets include authorization to remove the hiring freeze and in its place implement a
vacancy control review team consisting of: County Administrator, Finance Director, a member
of the Board of Commissioners appointed by the Chair, and the Elected Official or Department
Head of the involved position. This team would review all job vacancies beginning October 1
based on the total cost of the position, accuracy of job description, and if the tasks of the
position could be supplied in a less costly way. This move is in response to the necessary down-
sizing of Cass County government to live within budget constraints.

Adoption of the Fiscal 2021 and 2022 budgets is based on approval of the 3-year contract for
professional services with Assessing Solutions Inc as noted under Equalization, Dept 225 below.
Adoption of the Fiscal 2021 and 2022 budgets is based on BOC approval of the 1-year
Agreement for Extension Services as noted under 4-H / Extension above. Document to be
provided in your September 17 BOC Agenda.

Adoption of the Fiscal 2021 and 2022 budgets is based on BOC approval of a contract with
SWMPC to conduct the three-county broadband study. Document to be provided in your
September 17 BOC Agenda.

THE NUMBERS:

Preparation of the Fiscal 2021 and 2022 budgets posed difficulties unimagined in years prior.
The prediction of revenue, when a large source of funding is from State and Federal sources,
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and those sources are providing a message of uncertainty, is not reassuring. In addition, as
stated throughout the narrative above, business, as we know it, is changing. What seemed a
given in the past is no more.

The budget presented predicts a General Fund shortfall of $590,000 in fiscal 2021 and a
$670,000 shortfall in fiscal 2022. We must find ways of changing our business model, as we
cannot operate into the future budgeting shortfalls. Over the years, many Special Revenue
Funds have been established. Most by legislative directive. We need to intensely examine each
of these funds and determine if there is surplus available to better fund and manage
department level decisions. Just one example of this is the Animal Control Donation Fund with
a balance of $130,000 unrestricted.

REVENUES:

A/c #101-000-574.000 State Revenue Sharing reduced to 65% of fiscal 2020 amounts based on
information currently available.

A/c #101-000-677.000 Reimbursements received a one-time refund of excess funds held at MMRMA of
$75,000 in fiscal 2020.

EXPENDITURES:

The BOC Salary Committee must complete its work by year end. On August 4 Becky and | met informally
with 2 of the members of that Committee (the third member was unavailable) and discussed the
tenuous nature of County finances as well as the impending negotiations with all bargaining units. We
collectively agreed the most conservative position was to freeze wages for all Board of Commissioners,
Elected Officials and non-union employees for fiscal 2021. Normal step increases, however, have been
included. This action results in a savings of $80,000, plus benefit costs, in this budget cycle.

Preliminary studies have been received from MERS. We continue to investigate ways for the County and
employees to collectively fund the unfunded liability of $10,720,000. These include bringing equity to
the employee contribution rates as well as closing divisions to new hires and gravitating to a defined
contribution plan rather than defined benefit. The fiscal 2021 budget was developed using the
contributions as required by the December 31, 2019 valuation. Fiscal 2022 was based on an increase of
10% over 2021, but will be expected to change, as an annual funding mechanism needs to be put in
place to relieve the unfunded liability.

In reviewing the detail line item budget, you will notice that various salary and wage accounts have been
combined and reclassified. This is due to the upcoming standardization of account numbers required by
the State of Michigan.

Circuit Court, Dept 131: Wage and benefit savings have been achieved by reduction or shifts in
personnel.

Friend of Court, Dept 141: Wage and benefit savings have been achieved by reduction or shifts in
personnel.



Administration, Dept 172: The HR Director position has been transferred to the Controller, Dept 223, as
this placement more clearly aligns with the State mandated chart of account changes being
implemented. A Deputy Administrator position has been added to aid in the transition for future
leadership of the County.

Civil Counsel, Dept 210: Budget has been increased to account for anticipated legal needs in upcoming
contract negotiations.

Clerk/Register, Dept 219: Wage and benefit savings have been achieved by reduction or shifts in
personnel.

Controller, Dept 223: The HR Director position is now included in this department. A Deputy Finance
Director position has been added to aid in the transition of the departure of the contract Finance
Director.

Equalization, Dept 225: The position of Equalization Appraiser was vacated in August 2020. Rather than
re-hire for that position, Equalization Director Tami Stewart has recommended contracting with
Assessing Solutions for these services. Contract included in September 17 BOC Agenda.

Prosecuting Attorney, Dept 229: Wage and benefit savings have been achieved by reduction or shifts in
personnel.

GIS (Geographic Information System), Dept 230: This is a new department staffed with one full time
employee in its initial year. Once firmly established, the Address Technician Position and the Property
Description Position would move from Information Systems, Dept 258, where they have been
temporarily placed. GIS has proven to be an integral part of both public and private decision-making
processes, from siting a new fire station to plotting future land use. This department will be responsible
for gathering and maintaining geospatial data in a consolidated, enterprise-wide system. This data can
then be used throughout County government and sold to others.

Purchasing, Dept 233: In prior years many employee cell phone reimbursements were charged to
Purchasing, rather than the employees assigned Department. These have now been transferred to the
appropriate employee Department. Additionally, we are systematically changing our annual
agreements with Pitney Bowes and experiencing some cost savings in maintenance agreements.

Treasurer, Dept 253: We are continuing to work with the Treasurer to examine functions and roles and
do so looking at the evolution over the last 15 years (when functions have been added) while developing
a plan and considering options for the next 15 years. We will have this analysis complete so that it can
be considered and presented with the adoption of the budget.

Information Systems, Dept 258: With the retirement of the Director of Information Systems and the
appointment of new Director, Jodi Nestich, there has been much discussion about the future direction
of this Department. Recently, Information Specialist Michael Davis has accepted the position of Deputy
Director On-Base Coordinator. He will work closely with the Courts and Prosecutor to continue to fully
implement the On-Base digital records management system. The budget presented then fills the
position he vacates as well as the position Jodi vacated when she was named Director. and adds a part-
time minimum wage content and social media manager.



Maintenance, Dept 265: Wage and benefit savings have been achieved by reduction or shifts in
personnel. Increased contractual spending is proposed for mowing and / or snow removal. Our planned
fiscal 2019 facilities study was put on hold due to the COVID-19 pandemic. As soon as buildings are
again fully open to the public, we will contact the RFP participants and conclude this study. We would
also like to move forward on an energy study in fiscal 2020. In addition, we will be requesting quotes
from interested vendors for mowing and snow removal so that we can evaluate options. Building
cleaning services was bid and contracted out last year. The pandemic has disrupted the orderly provision
of these services and has required multiple meetings to try to refine work scope so we could save
money if possible but also improve service. Accordingly, last week our vendor met with every
department to customize service on a suite by suite basis. Time will tell if this will work. We are hopeful.
However, if it does not improve, we may be returning and recommending the hiring of in-house
custodial staff.

Drain Commissioner, Dept 275: The SAW grant will not be available in the upcoming budget cycle.

Office of Sheriff, Dept 301: Wages and benefits have been reduced based on current staffing levels.
With budget constraints overtime will require close monitoring in the upcoming fiscal cycle.

Insurance / Other Costs, Dept 851: September 30, 2021 accrual for wages unpaid will increase to 6
days. September 30, 2022 will increase to 7 days.

SPECIAL REVENUE FUNDS:

Fund 208 Parks & Recreation: Parks and recreation are spending money at a rate greater than
incoming revenue. Based on the projected fiscal 2021 and 2022 budgets, even with the annual transfer
from General Fund of $100,000, they cannot sustain. Due to the importance of parks to the County
infrastructure, It is strongly recommended that the Board of Commissioners begin the process of
enacting a Parks millage. The $100,000 transfer from General Fund has not been included in the fiscal
2022 budget provided.

Fund 245, Public Improvement Fund: During discussions with department heads and others,
frequently the question of “Best Use” of County assets was discussed. The County owns many
properties that are not currently being put to “Best Use”. Now is the time to study and evaluate the
County properties and convert the appropriate ones to cash. The cash can then be used to fund
improvements that are needed in this time and place.

Fund 283, Community Development Block Grant Fund: This is the repository for loan repayments
from prior CDBG loans made by Cass County. We cannot plan for repayments. Dependent upon
amounts received, the money may be allowed to be used locally by transfer to the General Fund, or,
may be required to be remitted to the State of Michigan. A budget will be adopted as events happen
throughout the year.
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