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Purpose

Objective 1-A under Goal IV of the Director’s Performance Agreement with the Fish and Wildlife
Commission states that the department will provide: “... an annual report of the cost saving measures
considered and/or enacted by the Department.” In order to complete this objective, a compilation of
the various measures that are either proposed or have been implemented will be used to build this
report.

Besides meeting the expectations of the Fish and Wildlife Commission, this report will also serve to
showcase three important principles:
1. Effective management of department resources by following a disciplined approach to budgeting;
2. Prioritizing activities and allocating resources accordingly, to ensure the best possible outcomes;
and
3. Documenting previous efforts to reduce expenditures and streamline processes.

Background Information

The department is facing a number of budget related challenges. Intense increasing pressures related to
protection of highly valued natural resources demand increased agency attention and resources (e.g.,
preservation of endangered/threatened salmonid species, conservation of habitat on public lands, and
management of the growing conflict between human population growth and the pressure being placed
on wildlife). A limited and focused budget request is under development to address the need for these
new services. A number of reports are being developed for the Legislature and the Fish and Wildlife
Commission. The Commission’s direction to provide a “Savings Report” is intended to document
proactive budget management and improvements in department functions.

Traditional revenue sources at the federal, state, and local level are experiencing new, unprecedented
demands. Revenue projections at all levels of government point to decreasing capacity to support
existing programs. New revenue sources will be needed to continue existing and new services. The
department is working with stakeholders to identify options for more effective management of existing
resources and/or the establishment of new revenue sources.

The department is actively rebuilding organizational capacity for many of its’ business operations.
Improvements to revenue forecasting, fund monitoring and reporting, risk management, and
performance/accountability systems are actively underway. The public’s willingness to invest in
department services is dependent on major improvements in the operational areas.

Finally, each program is actively managing significant impacts of new unfunded responsibilities.
Redirection of staff work, reprioritization of work activities, and the continued exploration for improved,
efficient ways of providing services are intensely underway. In addition, revenue projections for two key
fund sources, the State General Fund (about 30% of agency operational budget) and the State Wildlife
Account (about 20% of agency operational budget), indicate a high probability for funding shortfalls.
These shortfalls will result in a loss of department capacity during the current biennium, and at an
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increasing magnitude next biennium unless immediate steps are taken. The identification and
implementation of solutions to these budget management challenges will need to build upon actions
documented in this report.



2007 - 2009 Biennial Savings Activities

Department Actions

Government Management Accountability & Performance (GMAP)

The department is active in GMAP in both the Governor’s GMAP Forums, as well as through internal
GMAP reviews. At the Governor’s level, the department is a member agency on reviews of Puget Sound
Cleanup and Economic Vitality. These efforts have focused on interagency coordination around efficient
use of available funding, regulatory streamlining, and improved public communications.

Internally, the department schedules and conducts GMAP review of key functions. These reviews take
place before a team of executive managers, including the Director. Evaluation of program plans and
outcomes often results in redirection of efforts to improve processes to achieve project goals.

Washington State Quality Award

All state agencies are required to participate in the Washington State Quality Award process. The
department will apply for the Lite Assessment. This process will be very useful as a tool to evaluate
current management processes and identify opportunities for improved efficiencies and customer service.

Fleet Management Activities

The department has embarked on a significant effort to modernize and upgrade the management of its
vehicle and vessel fleet. This includes the ability to account for all costs related to the acquisition,
utilization, and disposal of our respective fleets. Recent Governor’s Executive Orders 02-03 and 05-01
establish the basis for vehicle use and management, as well as goals for improved efficiency. As a result,
the department developed a “Fleet Management Plan,” which evaluated the present status and ability to
meet the objectives of the Executive Orders, as well as developed additional strategies and options.

The immediate focus of fleet management is on the management of the vehicle inventory. To accomplish
this, the department has purchased the services of TERO Consulting LTD to provide a web-based fleet
management software system. This system will allow the department to capture total costs of operating
equipment including maintenance, total miles driven, assigning an account to each transaction, and
tracking capital costs and full equipment history.

Another recent accomplishment is the development of interface procedures so that billing information
received monthly can be loaded directly into the web system. This will provide monthly updates of
mileage, billing, gas consumption, etc., for analysis and review.

This effort to modernize the information base upon which we make decisions regarding our fleet, such as
cost/benefit or maintenance, acquisition rates, and disposal, is consistent with good business practices and
will lead to more effective service delivery.



Program Actions

Wildlife Program Cost Savings Information

Vacancy Management

To address 2007 09 operating shortfalls and to assist in strengthening the Wildlife Account, the Wildlife
Program is not filling several current positions as they become vacant and delaying the filling of others.
Usually, a vacant position remains unfilled for at least 3 months.

In the Game Division, delayed hiring of the Dangerous Wildlife Specialist position will result in a loss of
proactive measures to inform the public about avoiding black bear and cougar interactions. In addition,
there will be a loss of expert technical assistance in high profile situations and in cross-program training
for Fish and Wildlife Officers on the capture of dangerous wildlife.

A second position we are holding vacant is the Wildlife Statistician position within the Science Division.
This position is the only statistician position in the program. It provides valuable counsel to field and
research scientists to ensure scientific standards are met in the design of new projects, analysis of data
from existing projects, and scientific reporting of significant Agency findings in peer review journals. In
addition, this position is solely responsible for the annual analysis and reporting of hunter and harvest
statistics that are used by the Agency and the Commission in setting hunting seasons each spring.
Holding this position vacant seriously compromises our ability to provide timely input to the Game
Division and field projects in ensuring the best science is used in our conservation and management
activities.

The Lands Division has delayed filling of two wildlife manager positions (L.T. Murray and Ebey Island),
which will continue to affect the level of service in our on-the-ground management practices (weed
control, fencing, quality recreational opportunities).

In addition, there is a delay in filling a vacant rangeland ecologist position (one of two) that provides
statewide assistance in rangeland restoration and health management; the current rangeland ecologist
is expected retire by the end of the biennium. These vacancies will result in a significant impact to
coordinated resource management planning with the agricultural community and could result in an
elimination of active range management on our wildlife areas..

Travel

Wildlife Program staff now limits conference attendance to situations in which they are presenting
information or are part of a decision making panel or board. Additionally, staff has increased the use of
video conferencing as opposed to in person regional meetings. Changes to our travel practices impact
the level of staff interaction with the public, which compromises public support for agency initiatives
and programs and reduces our ability to keep program staff current in the latest research findings and
methods that are important to the conservation and management of wildlife species and populations in
Washington.



Postage

To reduce postage costs, the Wildlife Program has increased the use of e-mail and/or postcards for
public outreach activities. For example, the three-year Hunting Package scoping survey was e-mailed to
52,000 people rather than utilizing postal mail.

Corrections Contract

Staff contracted with the Department of Corrections, Correctional Industries (Cl) to purchase pheasants
to fulfill our Eastern Washington Pheasant Enhancement release obligations. Contracting with Cl saves
about $40,000 per year versus using private vendors.

Fuel Savings

To offset increased fuel costs during 2007-09, the Wildlife Program purchased two hybrid vehicles,
directed staff to ride-share while on state business, and reduced both state vehicle and private vehicle
mileage.

Program Elimination

The Landowner Incentive Program has been eliminated after successfully implementing $4 million of
restoration and recovery projects on private lands in the last 6 years. Additionally, all cost saving
activities in addition to the losses already incurred in this biennium will have severe impacts to the Lands
Division's land management and facility maintenance functions.

Enforcement Program Cost Savings Information

Vacancy Management

Whenever possible, Enforcement Program positions are not being re-filled as they become vacant. In
order to meet a June 2009 Wildlife Account target savings of $334,000, three positions will remain
vacant, and two to three additional positions are expected to become vacant during the current fiscal
year due to anticipated retirements.

In order to achieve a Wildlife Account savings for the 2009-11 Biennium, nine currently-funded
enforcement positions may remain vacant. Although keeping positions vacant will result in cost savings,
there will be a concomitant negative impact on resource protection. Fewer filled positions will adversely
affect service delivery to the public, response time to public safety incidents, and enforcement of fish
and wildlife regulations. There will be geographic gaps in counties where there are no resident officers.

Vehicle Replacement Initiative

The Enforcement Program has fully implemented a regularly-scheduled officer vehicle replacement
cycle. This was achieved by utilizing the State Treasurer's lease-purchase program, as funded by the
Legislature. This initiative has allowed the Enforcement Program to replace officer vehicles once they
reach an odometer reading of 115,000 miles. This assures reliability of officer vehicles, and has reduced
longer-term repair and maintenance costs. In addition, used vehicles are transferred to other programs,
providing further vehicle-related cost savings to the department.



Communications and Fuel Savings

Monitoring the use of cell phones has resulted in a two percent cost decrease for the 2007-09 Biennium
to date, while allowing for a 27 percent increase in service calls. This has provided improved and more
responsive communications with the public.

Changes made in the Washington State Patrol emergency communications system use has resulted in an
approximate $90,000 savings during fiscal year 2008.

Mandatory use of Department of Transportation (DOT) fuel sites (where available) versus Voyager card
fuel purchases has also resulted in cost savings, as DOT fuel costs are lower. DOT fuel consumption has
risen as Voyager fuel purchases have decreased by 35 percent. Although overall fuel consumption has
remained relatively stable over the past year, fuel costs have increased beyond the dollar amount
allocated. Savings accrued from changes in communication practices and increased use of DOT fuel sites
have been used to pay for increased fuel costs for Enforcement Program vehicles, vessels, and aircraft.

Fish Program Cost Savings Information

Redirects

The Fish Program has faced a $5.7 million shortfall between available funding and critical work that
needs to be accomplished (a detailed list of these issues is available). Some examples of the issues
contributing to this critical shortfall are:

e S$1.65M State funding shortfall between Salary Adjustments (Cost of Living Adjustments, Step L
increases, Class Consolidations, and the Salary Survey adjustments), for staff in the Program and
funding made available by OFM;

e S153K reduction in Pacific Salmon Treaty federal funding for critical ongoing activities;

e S$280K unfunded selective fishery costs; $320K unfunded fish food increases;

e S307K unfunded costs to continue operating Mayr-Brothers Hatchery;

e $160K less funding in PL304 to do continuing critical work;

e $190K unfunded upper Columbia River selective fishery costs;

e $168K in unfunded costs to implement the actions needed to address the Puget Sound
steelhead listing;

e $153K in Public Employee Benefits offsets that were unfunded; and

e S80K in increased costs for chemicals used to treat hatchery fish.

The Program utilized a number of different actions to offset this shortfall such as:

e Taking advantage of alternate fund sources where they were audit-level appropriate;

e Implementing essentials-only spending restrictions and essentials-only hiring Program-wide in
2007;

e Deferring equipment and vehicle replacement;

o Implementing less conservative sampling rates in various fisheries;

e Implementing an in-Program “sunset review” process for all management level vacancies to
require justification before approval to re-fill;
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e Collapsing and consolidating organizational structures to promote increased responsibilities to
each mid-manager and garner cost savings;

e Vacancy rate management.

The Program also made full use of a one-time Dingell-Johnson federal funding increase to help in
offsetting gaps/shortfalls in activities appropriate to that fund source such as some of the fish food
costs, fishery monitoring and hatchery staffing. This one time (July 1, 2007 to June 30, 2008) funding is
not available in FFY09 and future years due to an anticipated decrease in receipts from gasoline excise
taxes on motorboats and small engine fuels that put dollars into the Sport Fish Restoration and Boating
Trust Fund.

Habitat Program Cost Savings Information

Vacancy Management

The Habitat Program’s vacancy savings for fiscal year 2008 was accumulated through delayed hiring and
holding positions vacant during the fiscal year. These savings are being utilized to fund the program’s
biennial operating budget shortfall. Savings will amount to about $142K.

The Habitat Program will utilize vacancy savings by holding vacant three positions during fiscal year 2009
to generate savings to benefit the department’s projected Wildlife Account shortfall. Savings are
estimated at about $223K.

Business Services Cost Savings Information

Vacancy Management

The Business Services Program’s vacancy savings for Fiscal Year 2008 was accumulated through
delayed hiring and holding positions vacant. These savings are being utilized to fund the program’s
biennial operating budget shortfall. Savings for Fiscal Years 2008 and 2009 are estimated at $440K.

Operating efficiencies

The department is significantly improving capital project management, as recommended by the
independent Berk & Associates study. These changes include realigning capital project management to
better meet work demands and funding constraints. All phases of capital project management, including
project development and management, as well as staffing, are being realigned for greater efficiency.

The department has also made improvements to forecasting, monitoring, and reporting on the Wildlife
Account status in response to Joint Legislative Audit Review Committee recommendations. OFM and
the department are closely reviewing progress in these areas.

Information Management

Information Technology capabilities are essential for efficient, productive staff, and to support the
department’s science-based resource management. A balance between maintaining current
technology, judiciously implementing new technology, and managing the overall cost will determine the
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future for Information Technology in the department. The strategic direction for technology is to look
for ways to make the department more efficient and productive while controlling costs.

In the current biennium, the department will join other agencies as part of the global resource catalog
known as enterprise active directory, and will migrate to a DIS-managed common e-mail system. These
changes will make interactions with other agencies and the use of common solutions easier and more
efficient. This change also requires the department to upgrade PC software to the latest and best
software standards, and to ensure that software can be maintained in the future. The tools and
methods to manage PCs and deploy software changes in the most efficient manner have been initiated.

The department is also piloting the use of Microsoft Sharepoint services, to enable group collaboration,
workflow management, project management, and remote access.

All of the above activity illustrates that the department continues to move forward with new and
improved IT capabilities in a controlled and cost effective way.

The department is lobbying OFM and DIS to ensure that the carry forward costs of technology
implemented this biennium are covered in the future.

Licensing Division Improvements
The Licensing Division instituted a number of specific cost saving actions such as:

e Use of e-mail versus postal mail for hunter and license holder notification (savings of
$20,000/yr.

e Realignment of staff resources following a division wide workload assessment and use of two
six-month temporaries versus one full time permanent employee to offset seasonal workloads.
Non-cost benefits include Internet and telephone customers are mailed documents in three
days versus three weeks as in 2007 (Cost avoidance of $140,000).

e Licensing contracts with a call center for after-hours customer response. When the contractor is
unable to provide an answer, the callers’ issue is forwarded to the Licensing Division for
response. Action taken includes updating the contractors’ reference materials and retraining
the contractors’ employees. Night and weekend callers who get answers the first time without
the involvement of department on-call employees has now risen to 98%.

e Eliminated “Fax on Demand Technology” and service contract (savings of $3,500/yr).

e Changed the distribution methods for the department hunt/fish pamphlets (savings of $2,100).

e Redesigned Vehicle Use Hangers and used paper versus plastic for environmental improvement
(savings of $22,000).

e New contract for Licensing's toll free 800 numbers - lower cost and better management
reporting used to monitor Outdoor Central's system performance (savings of $3,500/yr).

e Licensing supervisors have been "on-call" each weekend in order to address difficulties that
arise with the WILD system after hours. A new text messaging alerts, once activated, will make
it clear if a supervisor needs to intervene and/or escalate issues. It is expected that this new
process will lead to reduced overtime charges to the agency and lessen the inconvenience of
being "on-call" for supervisors (savings of $9,000/yr).



2009 - 2011 Proposed Savings Activities

Department Actions
In light of growing costs, anticipated shortfalls in 2009-11 biennial funding, and the increasing need for
services, the department is already pursuing actions on several fronts.

Contingency Plans for Spending Cuts
Department managers are scrutinizing existing expenditures, prioritizing activities and where necessary,
taking immediate steps to save funding, consolidate activities, and if necessary, reduce certain services.

For planning purposes, the department has developed Shortfall Contingency Plans based on a combined
State General Fund and Wildlife Account planning scenario that assumes a reduction of $10 million
(scenario assumes a $7.5M shortfall to the Wildlife Account and a $2.5M State General Fund reduction).
These plans demonstrate the significance of funding shortfall impacts to basic department functions
including the following examples:
e Loss of timely service delivery to the public related to public safety, selective fisheries, and wildlife
management;
e Reductions in research, support to local government and salmon recovery planning groups, and in
HPA permitting activities;
e Elimination of wildlife biologist positions, wildlife research and land management personnel; and
e Reductions in hatchery production, loss of scientific research capacity, and shellfish program
reductions.

Revenue/Fee Study

The department was directed by the Legislature to conduct a study of fee and revenue increases. In
particular, to develop a fee schedule for HPA permits that would allow for total cost recovery for that
effort. Department managers are evaluating options to build a fair and feasible proposal to increase
revenues including licensing fees. Discussions are expected to continue throughout the summer. A
recreational license fee increase would be subject to input and review from department advisory
groups, the general public, the Washington Fish and Wildlife Commission, and potentially subject to
legislative approval.

Pursuing Strategic Initiatives
In recognition of intense pressure on state funding sources in this challenging economy, the department
has developed a tightly focused package of high priority needs. The Agency Performance Level requests
will consist of a small number of decision packages intended to support key resource management
activities for the future. These include:
e Integrated “All H” strategy for statewide hatchery reform, enhancement of fishing opportunities
through Selective Fisheries programs, and recovery of threatened/endangered species;



Caring for state lands assuming land acquisition will continue as the primary tool for habitat

conservation; and
Responding to programs related to human-wildlife conflicts (i.e., nuisance wildlife [deer/elk in
agricultural lands], cougar pilot programs, and reintroduction of wolves).
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Program Actions

Enforcement Program Cost Savings

Computer Aided Dispatch/Record Management System/Mobile Data Terminal (CAD/RMS/MDT)
Initiative

The Enforcement Program is in the early stages of implementing a CAD/RMS/MDT initiative (). This
initiative will allow for more effective and efficient dispatch of officers, enhanced public service delivery,
more streamlined method of officer service call data compilation, and an anticipated reduction in
regional office support staff workload associated with service calls and officer dispatch.

Officer Deployment Study

The Enforcement Program has engaged the services of the International Association of Chiefs of Police
(IACP) to conduct an officer allocation and staffing study. The expected results of this study will provide
criteria to more effectively deploy officer stations with respect to the department’s strategic initiatives,
and current and future workload data to determine the number of officer positions needed statewide.

Fish Program Cost Savings

Budget Shortfall Planning

Based on fund allotments, the Fish Program distributed its share of the department’s reduction across
the five Divisions in the Program, which includes the Hatcheries Division. Hatchery production will
undergo reductions because that Division comprises just over 32% of the Fish Program’s General Fund
and Wildlife Account.

Through internal discussions/meetings with the Fish Program Management Team, the Program
developed a corrective action plan to address the Program’s share ($642K) of the projected $2M
shortfall. Suggested corrective actions include the following areas:

e Shifts that would allow activities to be appropriately moved to other funds such as moving
them to Federal or Local funding in order to generate savings;

e Examination of organizational structure changes that would facilitate any species management
across regions versus species management within each region to promote efficiencies in mid-
management and staffing;

e Similar review of headquarters resource areas; identification of facilities that have been jointly
funded by either multiple funding sources and/or external partners, and where external funding
has been lost and the Fish Program has no ability to provide additional funding necessary to
make up the difference necessary to maintain production levels; and

e |dentification of actions/activities that should be eliminated due to implementation of a
conservation-based strategy.

In addition, corrective actions specific to hatcheries were considered:
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e Examination of hatchery production unit-by-unit to determine level of contribution and benefit
to Washington fisheries, and eliminate those production units which cannot be readily accessed
by recreational and commercial fishers and therefore, result in large surpluses returning to the
hatcheries; and

e Review of hatchery facilities for possible closure based on whether they demonstrated a
combination of needs. For example, a severe need of major maintenance and capital
investments in both the short-term and long-term, that pose obvious safety issues for staff and
public, that are exhibiting severe declines in water quality and quantity, and pose obvious
regulatory liabilities such as fish passage blockage or repeated failure to meet NPDES
requirements.

Habitat Program Cost Savings Information

Budget Shortfall Planning

If the Wildlife Account projected deficit materializes, the Habitat Program will share in the department’s
continued WLA reductions which will deteriorate the program’s core functions in issuance and training
of Hydraulic Project Approvals (HPAs), fish habitat restoration, Puget Sound marine science, and
Olympia coordination of regional technical assistance. If these reductions come to fruition, seven FTEs
will be eliminated (fiscal year 2010 — -$535K, fiscal year 2011 - -538K).

Efficiencies and Process Improvements

The Habitat Program is implementing or cooperating in the implementation of two initiatives that may
result in efficiencies or process improvements: Hydraulic Project Approval (HPA) streamlining, and an
electronic version of the Joint Aquatic Resource Permits Application (e-JARPA).

HPA Streamlining

HPA Business Practice Improvements

The Habitat Program is changing some of the processes used to accept and review applications, and
issue HPAs. When implemented in the fall of 2008, applicants for most HPAs will be required to submit
applications to Olympia rather than the Regions. Support staff will digitally scan the applications, enter
basic project information into the Hydraulic Project Management System (HPMS) and upload the digital
version of the application for processing by permit biologists. Support staff will distribute the permit
when issued.

Integrated Project Review and Mitigation Tools (IPRMT) Initiative

The Habitat Program is cooperating with other local, state, and federal agencies and jurisdictions in an
initiative coordinated by the Office of Regulatory Assistance. The initiative is expected to develop and
implement a software tool to achieve improved predictability, coordination and efficiency of
environmental reviews and permitting; greater success for mitigation; and better environmental outcomes.
As a pilot project, this effort is focused on projects in Clark County, with eventual plans to expand
statewide.
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HPA Templates

To increase efficiency of the HPA issuance process for hydraulic projects representing little risk to fish
life or their habitat, the Habitat Program is expanding the use of HPA templates. Biologists will use these
templates when issuing HPAs for all appropriate proposed projects with little, if any, alteration, thereby
offering increased certainty of permit conditions to applicants and reduced processing times for biologists.
Because templates will be used only for low-risk projects, there will not be a decrease in the protection of
fish life or habitat resulting from their use.

Joint Aquatic Resource Permits Application (e-JARPA)

Habitat Program has been an integral member of the team developing and implementing a revised,
simplified version of the application form project proponents use to apply for a variety of permits,
including HPAs. This simplified JARPA should result in a greater percentage of applications being
completed correctly, which will translate into easier and quicker application review by permitting
biologists. The JARPA will eventually be fully digital, enabling applicants to complete and submit it to
agencies electronically. This aspect of the development of JARPA is being coordinated with the IPRMT
initiative described above.

The initiatives are anticipated to result primarily in more efficient use of staff time required to review
applications for and issue HPAs. Any staff time freed up by these initiatives will be used for other
important work, such as technical assistance to permit applicants and monitoring compliance with permit
conditions.
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