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.. ,.GOVERNOR'S -MANAGEMENT,;.REVIEW,:.COMMISSION"··<· 
OPERATIOt.JAL REVIEW ,,OF 

THE · DIVISION OF LAW 

OBJECTIVE 

The Governor's Management Review Commission reviewed the State's 
Legal Services oper~tions to identify cost reductio.n an.d 
performance Jrnprovemerit opportunities .. in. the managefllerlt and ·. 
operatlon.~ of t~~ .·oivi~i_or ' of L~w ... · ... . · .. 

' . <;-\·!~_.~_._ '·· . ·. . .. ·. · ...... ·. ' . : ·._, - .. _. ><.'f,,----~.::_:_'.~</_:j .. f:i.-~_>.::_= __ .,f ~-- - . · ____ ·: 
....... . , _ •• }_~ . .--:: ·- -:-::_=.· · ~------ - --~:::_:<-.-.rr\r~·:;:·.;-:-:.~··.:_::;_:~-~-----:·::_·-.:: ------: ·_-. · - ---- .-_--;;~ .. --.:~-
INTRO CTIO . . . .. :..,. . . ······\·>: ..... · \. · . · D-U . . N\i.•• .: :: ..... · ·· ·· 

The Division o~ ;t:!;, p~~ides ;~~~ iepresentation to all dep:rtm=~~" 
of State Government in New Jersey, including independent and quasi­
independent authorities and, upon request, to the Legislative and 
Judicial branches of Government. In order to discharge its statl!toey 
responsibility · as legal counsel to state agencies. the Division of 
'Law staff is composed primarily of attorneys supported by 
paralegal. secretarial and other clerical staff. 

The organization of the Division is similar to ·that of a large 19\N 
office representing · ~- highly diversified client base. The Division's 

·- . . ·: .':;_:_··; 

·':~\: ·. y·_:_::::_:·::·-.;.:_ .. ,·:-·.-
. . :' :. ·, :: ; : :-. ·_. ' . " ' '·.'· -~ . . . . · .. ~- . 

·.,:_=._:._.':!,_ 

In additibfi ·· to>;' th'e···''se'Cti6hs responsible'' for supporting the various 
client departments, the Division of Law also maintains a section 
which supports the administrative needs of the Division. This 
Section is divided into four sub-sections: 

• Management Information Systems/Data Processing; 

• Budget and Fiscal; 

.·-.: -1' ." I 

I 
i 

• Facilities Planning; and 
----------------------.-

.,;,--- ----·--·--· 
,. 

• 
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,,·"'"""''GOVERNOR'S . MANAGEMENT REVIEW COMMISSION ·· .. · 
.· OPF;RATI,9NAL 'REVIEW OF 

' .. . ,,,~~\)'• .· '.-.; . ·' ' 

.:. 

THE DIVISION OF LAW 

This Section is charged with a full range of responsibilities 
necessary to manage the Division's classified and confidential 
clerical staff. While the Division is a very dynamic organization, 
tber~ ... have been ~ve.nts ... witbin the .last year which ar~ ) ,Parti.cularly 
s·ig.i,li~i9!rit in .·,,.,relaiioQ . to·· '·· the manageme.nt review ' · of the 

organJ~~~\~?;t;~;e jl)~lu:~: .. ·• .. · .·...... ' > .·. . .... . 
• ·. · · .. · lheHssuanee of' EXecutive Order 'No. 6; and-· . 

. · .. ·:-(::::-~~~~~-~(/ :, .. :-;?;.:_~·::~\·-:~_- :-'::-· _·-·-'>- -'.·~ :-::: .. -.. -:~·-.-:'. ';~~--;:•.~:::_,: .. g~:-' .·:_:-~::~-/<:_~_:\·_·_.i_~~-~:< '-':_<_ ~-- .• _,_ :"·-· 

• The Division of Law Reorganization: . 

Executive Order No. 6 maintains that the Attorney General is 
generally charged by law to be the soJe legal adv.iser, attorney ()r 
counsel for all · officers, departments, boards, bodies, commissions 
and instrumentalities of State Government, except as sp~cifically 
provided. by statute. Specifically, this Executive Order addresses 
legal coun·sel and advice that was b~ing provided by ~ttbrneys 
employed by . the State as staff attorneys working dir~t:tl}' for 
various de·partments . .. Since the Attorn~y General • is . resp~~sibl·r. for 

'IIMilll\itril.iiii~ltltll~iitllififlil\lfi!i', ·.·. 
QOQ9~rr:;,,\:::~·n~~: .tfte· ·x ~ttprneys ·wti,() :st;y.r~re.' workang ;:~\dtrectly:;i~rfor. ···the . 
departmentS ·and providing the types of advice in question have 
become Deputy Attorneys Genera(, working directly for the Division 
of law. 

On June 28, 1990 the Division of Law announced its first major 
reorganization in over a decade. The primary objective of the 
reorganization was to improve the response time in delivering legal 
advice to the Division's clients. Additional objectives of the 
reorganization included: 

• 

• 

• 

Establishing . clearer lines .9f a.u.thority; 
·'! ·.; :--:-,-- ·,:, ... · , . . -' 

~ . ·. .;· .. -~-. ·:_ 

..•. e(()vidin9~;;g':~-~ter .itl~~ibili'ty-< irl -. ~$sig~'ing lawyef~. ,_to• cases:;··· 

l rrl~·to~i~·~:: .·:ffiilia'le; arid · ·' · · .. . . · 

·· ;_ . .. 
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. .,_GOVERNOR~s MANAGEMENt'·;·R·eviEVI"cOMMISSid~ 
OPERATIONAL. REVIEW :PF 

THE DIVISION OF LAW 

• Furthering the professional development of attorneys. 

Under the New Organization, the Sections are grouped into four 
clusters according to the nature of _s~rvic~s they provide. . Each 
clust~r is he¢lded by an Assistant DeputY Dir~ctor , who · reports to -tij'e 

oir;mr···\t'h: •· piSiKJoS••·'~rQ~gh. the· ~(~:~~1;~:0tr. ..... ···••·•····•·· .">···········• \ T~~ · •. ;~~rg~oizli~g~·~.:f!ISII' ioclu#l!a . i~~ .;f~~~!i9R:~ ~;. a ...•• ina~·~g,~;;,.~,ri! ...•. 
c6mriuuee, · · a:' ' C'crnc~pt commonly < ·us~cr by~· private law firms~ ,., ·:tfie' 
·committee is responsible for formulating policy and establishing 
subcommittees to address issues such as training, recruitment and 
the like. 

As of November 16; 1990 the Division of Law reported the following 
employee headcount (i.e. 634 employees) including attorneys 
transferred under Executive Order No. 6: 

. ~~;-'·J!'fJ1'8~~) 
It OllER PFO=ESSIONALS 

381 • Cl..ERlCAL SlJ'PORT 

• SPECIAL SERVICES 

In relation to the-abuve-L>ivision Attorney headcount and support 
stafJ•i.·av~Hable to s-lJpport the . ~ttorn~ys' efforts, \ .the Division 
~2bi.~vec:f_\ ~H~ fQUO~ing :_:. r.~:stJits in.-:: FY 1990 .' ' · · ' . _:_.,· _·. : •. · • . . . . ,.:t··.) 
.. :<· ::.,·~::. -', ... . . ."· ----~ , ... ·.·. '.·. . . :-,- -··· 

. -::·;_:·- ·. -~- .:· 
, _ _ ,-.· .. ;_. ___ . 
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•~.(~~.'.•;;•; . :: ,.;·~·; ·• .. (., ... · ···•···········.· ... · GOVERNOR!S<MANAGEMEN"f··· REVIEW'' COMMISSION·'~><'''·''''·' ,. -·····. , ... , ' ·· ....... . 
--. . ol~l:R~IIQN~L( ,REVI~~l OF-. .. . . . . . . . . . 

•'tliE' DIViSION ' OF'>LAW . 

Case Status Number of Cases 

. .·--.: -.·.·.·· .. · 
- .. ···.·.·.···-··QPEt.S.P· ··· .. · •. e.~ .•..••... ~ .• _~n~~. ·.J····" .. ···C~ ..•..... ·gaJs··~eo.: .· .. as.ns···.·.c···· .. ··· .. ·.e····· .•. ·.·'.·.• ... ·.·.u···s··········.·····:··.··· ·d.~.·.· .• -.·.··.·.···.········.e·;·d cases {~;~~§} " C . Y • . . ·.. . . 1'0' 31:0 '.. . , <.: .. ,, · .. 

·::, ~- --::·::,:_·-~·-_,_ · · ·:i :_• -.:, o• f ,~, .<.. :;· . · : ·-: -:'<::::,~: :~> -,':'· :<~:·_·.·:;:'i~-:;··~; 
. _ - : ~-:-·> __ ;_<:'~-- ·.::·::-,;._···. .· -- ,· .. - . . -,-. :: .. ·. ·· c-.;·. ·-:-· -. ;:\3~--t~\((~=-:.\ ·_l..;'_\(~->: .< -. :\>>-":. ·-;.:·.-:_' · ... ·.· ~-~-=-··:·."= .·::.• .. :·.= 

.·· .· .. }:, ',-.•. :,.''<>. ; ,: > ···:·· .. ,.\;,t>:~ .,.· .~. . . < ' .• >·"''" '•,:.· . . ,i<·i .. >'.< '·' : !./ : ;·.· .····· ···••<.\·\·~~.:·,~.·: .. ,\\,}-:'0';·· , .. 

information .·· systEt'til ·· which · prpvides word processing and electronic 
office facilities to the administrative. and clerical staff. The 
system is comprised of an MV/20000 Model. II located in Trenton at 
the Richard J~ H.Ligiles. Justice Complex and a MV/15000 Mod~l 8 
located in the Di~is·ion of LaW's offices in Newark. the system is 
commonly referred to as "DOLlS" (Division of Law· Information 
System). 

PROJECT OBJECTIVES 
.. . :· . . 

• Administrative support provided by: paralegals, legal 
secretaries, . and back-office administration; 

• Resource Management (e.g. attorney time keeping) 

• Technology applications and other office automation (e.g. case 
tracking, on-line brief bank); 

• Identification of barriers to increased efficiency; and 
;,------- .. - ----·--·-·-·-·-· ---
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· _,_ .·.. GOVERNOR'S :'MAN~GEM.ENT"REVIevt··coMMISSIOft .·.:c.,->. ·, 

·, _·OPERAtiONAL REVIEW .OF' '• :. 
THE DIVISION OF LAW . 

.\. ,. ,, 

"' METHODOLOGY 

·--.·.·._ ·. 

, . 
.'.-· 

The Governor's ManagQment Review Co-mmission established a 
committee ._ tp . identify ".opportunities to impfove ., performance , and . . __ _ , . . . . 
,redu(:e ; costs _<~~sociat~d· .. · wi~h .. the ·ap~ratipri _ ot '' .. t~.e~ .. Qiyis-iqh. :.of . l:--~w. -·· · .• - .·· ·i~>-~-- ... 
The::,·:~embership -i in9iud~ -l<ey ,nanag·eh; fron1 ·i)ije.;.~· Divlsion of _ Law·;:···'_. } ·:-.-·.··.:· ->sc:. 

~i~~!: '~!!i:~AA~0~~~!~~~~;,~~;!~R~~en~t1~~=~r-~ti_ lil~~~~e!~*~;:,,'~,~j,l~~,J,:" 
. ·<: . . -· ·< 

• 

• 

• 
• 
• 
• 
• 

Tom O'Reilly, Administrator, Dept. of Law & Public 
Safety 
Robert Caccese·, Director, Strategic Management 
Development Group 
Steve Long, Okector, Data Processing 
Jenny Healy, Ana:lyst, Office of the Attorney General 
James J. Tu.ph_i, .Principal, KPMG Peat Marwick 
Edward Post, Manager, KPMG Peat Marwick 
David Duplay, :consultant, KPMG Peat -M-aryvick 

The review team developed an interview outline which was used as a 
guide for collecting data related to the following topics: 

• Individual Functions/Responsibilities; 

• Section Staffing; 

• Support Resources; 

~------

Auto ~ation/Techno logy; 
------ ------------1-

• ..· . 
• ~- • • • 1, ••• • • .. ,_, .. :~-:, • • • 

-, ,;;,~,l{brrnatiorl F:lqw-; and.: ..• 
-:~\, -----~1;._:~;\;~_::;:;,:~, t -_L· . ·-:- ·.;-·\'5~-: . .--:-. ·<.:>:·.> -·-.}-~-U~/ .... · · <;:t->::::.: :t:·.-·:.--:· ··:_~_ ·· :--: -->~-,:_ '::.: ·: · ~ · 

~p}ioHunihe~ for 1rri~~~v~m~~t. 
Page 5 
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,, '''?''':··i··"GOVERNOR'S MANAGEMENT ·. REVIEW COMMISSION 
OPERATION~L REVIEW OF 

THE DIVISION OF LAW . 

S:;· KPMG Peat Marwick conducted over 70 interviews to ensure that 
representatives from each of the sections within the Division had 
the opportunity to contribute their observations and insight to the 

• 

·' ~ .. 

reYc!ew .. "' .. 
~-. \ ~ ... \. ! : 

.. :,lnt~rVie~~·- arid .. discussib,~s 'were cbnducted at va'rio'tis'. 1imes ' with ·· .. · . 

~~I,i1:i~.~~I. iTI~;~t~~im~~~ ~~ti~~CC;;~;;~\;r\ · . . . .···,;,., ;, , .. · .. ·.. ............ . . 
··:,,,;:;·t~ ~O,bert ' Del Tufa ··· Attoiney ··General 

Dou~f Eakley First Assistant . Attorney General 
Ken Levy Former Director, Division of Law 
Andrea Silkowitz Deputy Director, Division of Law 

Jack Sabatino 
Robert Stoloff 
A.lfred Ramey 

Cluster Chiefs 

Assistant Deputy Director in Charge 
Assistant Deputy Directo.r in Charge 
Assistant Deputy Director in Charge 

. .•. ·.~;;~~-~(~~i~~1lJJ~~,~~]~~i~~~~t~;~~~~-fifj~t'i)}}'~;i'~~!i. ' ' 
···- ~:,,.fr.i~9J~:·!fi·ij:"<cd~,~-;l;9~iH&rih~· !:'•.i>f1~~~ -\;.6'1 .. ·:?'ihe:<. ProJad¥:r;:-g· .. ~:Aa·~~ii6nal·l:;; ······. · ·~ ;''····;:);;~~i-~;;;r& .. 

nGmbe'r . of legal . secretaries and paralegals were also interviewed 
for their insights into the current operation of the Division. 

Upon completion of the interview process the review team identified 
key themes (e.g. Funding, Administrative Support, etc.} that were 
continually cited during the fact finding phase of the project. These 
themes were then explored in greater detail in an effort to identify 
the underlying facts relative to the areas of potential opportunity. 
Upon obtaining the necessary information the themes were then 
incorporated in the followl!}g_ section_ of this report ·--.. ------·-·--

.,._,:· -------

Page 6 



. . - ' . . 

e:,,;:h\~ ···: ·... ·' · -. '''1't'1'''''·"'*'GOVERNoR~s·~'fl'ANAGEMeNf'''lie'\/aew''·c·6.rlMissl'o'~"'\~·-i•''~'<,,,., 
,): ·'' . OPERATIONAL•·.REVIEW 'OF . 

' • ·-.:~.'.\ ; . L " • 

;.,, THE DIVISION OF LAW 

FINDINGS AND OBSERVATIONS 

Upon completing the data gathering p~ase of the project, the Peat 
Marw.iq~ ·,tearn id~ntified key~, them~s-h.t~at haQ, b~e(l __ ,obsery~d.-'-d_uring ,: - ' _,:: _ 

. the-· .. interviews~< ~ These, __ -_ themes ·ate -identified . below. a'nd ·. are·, ,organized -> _--.. :;'. ; ., , . ·-... · ··•· ~~llrl~~~i;~J' . ·. .... ·'·::'Ji!j~~~~,:;~'".,.:t.'t ,,. ,;.· ~~·li~1l~~~{~~~,,"'····· , .. , .... , , ......••... 
.. 

The Division of La~ has a complex funding structure which is 
comprised of a number of colllponent sources. Prior to the 
implementation of the on-line b~dge.t system in 1986, toe annual 
appropriation was the only significant source of funds avaiiable to 
the Division. · 

0 
F 

OIVISKlN OF t.AW~IATION TREND 
.•!'•, 

.. ,.:.: 

With the implementation of the on-line budget system came 
additional flexibility in transferring funds between the Division and 
their client departments. This flexibility, in conjunction with 

___ ____ _increased budgetary pres~res, fostered---the curre-m--practtce-·-o-y- --- -----,---
' Debit/Credit Jundi:ng .... Jot .the. legaL services Of the , Oivision .. \. The . 

.. , .... ~-.. ,_ ·:·'·--~_,_,_,_.:~·_;-,,· :-'-~- ~ -- : -~ .. - ·.::~.-.. __ <.-~. ,;·'· .. ·_.\'.-.·';~_-_,.~(-·. -_ ()_:-.~ ~.\ - . ,_. . < . .:. - -. -.. ·:-:'_· . _; __ -~·-r-,>.-:.;.-, ., __ -_ · _:_~--·':;·_:: .. ?· ·-~ ''":: _::;,- '<::-:.;:-:,-. _ :> --:- ._, -~::·_-._ -~~-,_.,,~ .. :~·': 
· . __ D~b!t!Creqit .proc~_~s·tils~{paf'ticul~r!y ·' i_m.pqrta~t :. since; t~~rf3.:·-:_ ij;:tV~:·i/ b~~h· ·-

···· ,~~e~~~~i~i:~Ym~~~.~~~~f~~~~~~n~;~~~~~~~~t~~'E3:~&~~%t~~~l 
,:· ~- .... . . _:.-;·:: .. ~ - · .. ~·, .. _. ·.---: 

Page 7 



·:-.;·· ·\ ...... · ....... 
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'"····'-" GOVERNOR'S' MANAGEMENT REVIEW COMMISSION 
', .. OPERATIONAL. .· REVJEW OF .. ·,' ' ' 

.; ... · .·'-

THE DIVISION OF LAW 

support ·the Division's clientele. This process has allowed the Client 
departments to retain the services of the Division through the 
transfer of funds to the Division's budget. There are four types pf 
f~l'lding for , attorney .. positions ava_ilable to .: the Divisipn, .;.~ th~sf:f·>,, 

. i ncr ud~ :" ,.;. _' , , , , • ····•· . : . .. . .i:t: , '\ ··•: .. ,, ,. . .... ...... ,, ;;, ;'i;;l)~.;r!: .: . •. . ....... ··. 
· ". · .- . · . Bu,~;J'ge~·•dtFund,d. - J~o.sit1pns . in tij.is c~tegory>·~rEh · · .· 

.: . · fun.d~ · ihrouQ? .th~ pivisi~h.~$ annual : appr~priatlon~: -·· ·rrhese.:. '.- ·~ · ·.· · 
. positions~' ha1/e' been . ''af,fected the most by ' b'udget ·. 

• 

• 

reductions in recent years. · 

Budgeted/Unfunded ~-- These are positions thatJac.k 
corresponding funding arid are supported through , ~he 
Debit/Credit billing mechanisfl'l .. · The funds are typic~lly · 
from· undedicated sources ·in ·the client's budget. ··· 

5.{11~11 · Funding SourceS, - . Positions in this c~~~gpty 
rep~esent a mix of both urifun~t1d pQsitions ·and po;;iti_qns; 
in addition to those identifi~d ,. ~n .. Jhe Division's Q,l)(:Jget. > : .· •... ··•· 

.· Thf)y.iJsourd~ .. ·· Pf :.· these. ~~fu.nds'''if~is::·'.:~typ,i9a!ly ,,frorr(:,,.~;·s'm'a:l\e:r;I~n+ ... ·. ·· :.A:~·····. 

represents the largest group . 'of . positions that are fund~d 
from ·sources beyond the Divisions appropriation. The 
funding sources for these positions are typically driv.en 
by IEt'gislative and administration initiatives (e.g The 
FAIR Act. Green Acres, etc.). · This category has sustained 
the largest growth in attorney positions due to the 
nature of initiatives and availability of funding. 

In order to administer these .funding sources, a billing procedure was 
implemented to . su~mQ_r:L the budgetary transfe.rs.---+he billiflg-proe,ess---_ .. _ - ·-

;;:~--~$-primarily a. . man1J~I .. proqedur~ .. wh.ich.\ is . Perfe>rm.~c::J,·;,Q~~rt~r'y;,\J()t .. "\'.·~·· ::'.•" ·=~. =-.•.::; . . ·.···<~· ~ = · .· ...... ·:· ..... '. ·. ··~ - :·: ·. ~. ·: · . ·:·;~:~:\. \-- •. :.•.. . ,·1, . • . ·· .... .-·,·:· \-~·· , ''·..;".''·': • :'·· ·:;:_ ,·· . .. · · .,\.·.: \·i<i:;"!_<.::.:·-~\:: ., \ ·:.\:.:-:·.·, _ ;·::"'i · =~ ........ , :"·= ........... :;:·. •••·•• 

. ·. ~e8!1.pn_s. ··••· af1~.c,t~.d. .. \.:PY:r~~~ · · D~i?1t/Cred1t . fund.mg · TE;tB.tltit11,$.rn:~ · ..... ~N·:~t<>th.~ · · 

. ··~?~fi~:S~~j~~;~;'~'tr~r~ ,~~i~\~: u~~J\ll,,~~t~~~~j' · .. 
. . · ; . . .. : ,:., !\ ~;_·_=: ·. 

· . .:-.. ·.·.• 
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'GOVEifijQR1~~,\~fl~~~:~~~J~O~;JSSl&~'''' "''''·' """' '""''" ., .. 
THE DIVISION OF LAW 

their manually maintained records (e.g. legal diaries) for the quarter 
as the basis of their billing to the client. 

T y, i;ooo '···.· 
J:t ·.· > . <·· 
,().;o· · s ooo u. ' • 
s 0 
A L 5,000 

N L 
D A -4,000 

S R 
s 3,000 

0 
F 2,000 • 

, 
process which is primarily paper driven. Administering and 
managing this process requires significant resources due to the 
manual nature of the existing procedures and the large number of 
funding sources involved. Management . information is not readily 
available since there is no automated system for linking billing cind 
budget transfer information. From an auditability perspective, there 
is not a consistent set of guidelines regarding the details of a client 
bill. . In some instances the client will perform the detailed 
accounting based upon a summary billing from the Division, while 
other clients require a detailed biiH-rtg-to support the budgetary 
transfers. < .. · . -. ' ' : ' . ' - . . ' . . . ' . ~- . . 

(o .. ·-: 
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~· ,·, . On \he funding side of the equation there are often issues involving 
the lack of funds after the. services have been performed and the 
ciient bills created. Since the Debit/Credit process Js driven by 

. . ·, ~ 

q'i-~ri~ ~"1mi~ing r~sourc!s· for ,lega,l services at th~- ... :.pegiryning' . pt_ ·~ ·:,,,< ··.·:.::· -<X 
.·t)odg~t yea~ ... without .tiJ~ .-- obligation . .,of .furyds· ·at that ·.·ti,ril~~- .. the · proces$ -;<·.·, ...... <>·:·~:;tt:\''''C •... _ .. ,_, -'. . b"'· __ ..... b ..... d ..... · ·h··.· rtf. -,, 11 ·. ·) t·h·',.· ........ ....... ·''t· . ... , .... ,.,«·'-- d · ·It . .. , .. ,.,.. t ,·i::_·.-., .. ,.,,,t.~··: ... :, .. · 
. r$:·:s .. u : ~ect .. to ,_. u ge.hs .. Q_,Q. - ~_,,as"·-. e ,year .comes .: o ·~•:hr@O .·>. -JS.-.. no ·; ::;,>;;,•,•: ;.t:f;:v.<··,\ .; . 

~S~j~~ij~~~~f~~~~\~l;~it:~~;:~·~~::~~~~~~~~[~~rif~\~~1:1/,,,,~j;)''Jf,f~'~~;&1~.~ ]i 
· 't~s'Uits . ,ln··,deficits in .. the· 'Division's salary accauht . which must ·. the'rl ··_·. ·. . 
be resolved internally. 

In addition to the administrative issues the Debit/Credit funding 
mechanism creates ·some anomalies due to its. structure. For 
instance, in recent years the Division's budget has been shrinking 
while t~e number of po~itions has increased (there were 341 
approved attorney position~ · in July, 1989 and 448 In August, 1990). 
The increases were primarily in the areas of the Dedicated/Funded 
positions, while there _were decreases in the Budgeted/Furid~d .. <:· 
positions . . ·. Since. th~ . Qedicated/Funded ... __ Pq~iti,9.·!1~: .• ar~ typic~)IY .. _ :·: .... -.<\.•-: 

effeCt . of removing resou'rces from those previousiy available to 
address the core se~ices of the Division . and effectively increased 
attorney workload, assuming the same number of cases spread over 
fewer resources. · 

~-------------------·----·-·--··---
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. ·GOVERNOR''S M~~~GEM.ENT · .. REVIEW COMMISSION 
OPERATI,O'NAL REVIEW OF ' ''· 

THE DIVISION OF LAW 

DIVISION OF lAW BUDGETED POSITIONS 

(Note: Budgeted figures above also include vacant positions.) 

While the Debit/Credit fundin~ . . mechanism provides tre Division 
with additional funding sourc:~s~·· .. it restricts the fl~xibility in 
assig~ing ·. _resource~ . .. Many ~! _tt1~ d~partrn.~nt~ .. §YPR,9(1l9.$, the > 

TECHNOLOGY 

Technology is a critical component in the delivery of quality, timely 
and effective legal service as well as a necessity for managing and 
administering. a legal practice the size of the Division of law. While 
the Division has implemented some technology within the 
organization, it is not taking full advantage of the available 
benefits. The Division has fallen behind in terms of the technologies 
that large law fir111S._ar.a...using_to supp.Qrt tt1eir-GpeFatioo~------- ·- --- ---

.,·- · : 

At.:·.····the .... ·.· ..... 9P~·r~tf.()rJ~l.···.···.•. i .~v~1•, ·· · f.eY, .· attorne·y.s .• ·· ....•. h.a¥e ··•·• ·ac6es~···~· .. •-t~·· te.~tlnt>.lg9~Y ­
,· (:~:.g~·.···•:·. y.rqrd ··.·•· pro~~§sirg;~.--. ~-r.iet .• -· ... ba.~ks, ·•·•· .. re,$~ .. ~rch .. :A~!~ija's~s .... · .. ·.· ~J.c.J ;:-,tci>•> .· 

· ,:$<up'pott:· their , day~to,.:ciay <':workload. _ ·······.···· M·~riY ·· :~tioiri~y·s ;··:: !otefViewf;td ·• ...... .. · . 
. --,.· .. ::•: 
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..indieated' that th~}' would prefer to do th'~ir own document drafting, 
_, · however they ·als'o rioted that there are only a few terminals 
--. -· avail~ble _ for _these purposes. This obsef?18tion is supported by _an 

. informal · s·urvey ,\Yhich ;was conducted by .-:the ·Division in March, 1990, ": ·. ·-.· ... 

• . :'•_-. \t/hich'_:;· in~-~~t~~--~;·i~at oyer< ~~o/~ .. :of __ the'' a#9,ir~ys ' suryey_ed wo-~ld,:' iike ,::·-
_;·>,: .. :. to·/ have<;'access. ·fa ;· the-__ Data ·. Gerierai-\Office .. Autort:~ation - Syste'rli -or>a :. _- -_ ~ _ -- ·: <<·· ;::_\ .. _ 

. ·.] --~-'i -~~~-~- '' .... . 

&1._,~r-\·~ --p~'f.S.9r,~,.-:' _::£~0.me~H~~-~;]&;·s:,~,J'§-;-.,-t~y"J ie).futdji_~-~;~ .. ~~~; .. ··9~~y - ~v.~il~t?ie . --t9 - -----~·~; :-:.:(,, .:;--
-~~-L-- 'w~Jc"Qi~!~ipn :-.. m-~~~Q~tP·~n~-~ -- se<?ti_on ·.ghief~-i::~~v<t.Jt~-~remrie.~~- -- -- v_'~··.: -·· ~ ·-- ,~-&,\\~.:"'<>~-- , : , _ -·- • -., - · · 
:; ' .·· ' .- :··-,. . ~ ---_'·.:-:· 

i~- The Division is,· however, making prog_ress in this area with the 
recent purch~se ,of additional terminals 'Which will be installed in 
secretarial a~d . a,~orr1ey work spaces. u ._; t~e Division is to reap . the 
benefits of these new'- terminals plact)d ' .in attorney work spaces; 
structured -training . in the use of the syst~h,'l must be provided . and 

~ focusea on the -ne.eds of the attorneys. La9k of training was cited by. 
attorneys . as one of the reasons they were not using office 
automation resources even when they -were available (e.g. some 
attorneys had terminals in their offices ' which . they did not know.: . 
how to 
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~~iiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiilililiil~ilililiililililiil _ __________ --- ---- - ---

~:;:,L-i .ln. a'Qpit!on\.,_tq;:: .tt,l~ ,~)v~rd ·.·prc:>cessing ;, benefi.ts, ·;'the--- e)(i~ti~g~'-elec~rooic .·. ;-· " -., -·.··• ': 
::1:';:;;-.• ___ . rr~.~l_;.;·~ea:9~.1,.~lf~~··et:..;·_~p:a-\·~o~~.~:-::.~·~~~ral._'· sysf~hi.·· .. €o~_id __ t>~;~\{{§~~~:t;;''.Uli!~~~·~.-;~·.··y·<· -_----_:-.·_· 
;,;·:;:~{(· to ~Y9•q,;; ·yry,n~pes~ary :---~ess~~·g,~r.:- costs' arr(j .delays. wr~li:, docum~gts· · -·--
-~-~~-::;\.~1-· -.... -: ,-. :;·:· ._, ···> . ·,:\-. • .;_ ::.~:_;-· .. ,· ·.:;:~·,-.. ..,. ·.. ·.·-·:· 
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. THE DIVISION OF LAW ' 

resident ·on the system could be electronically transferred from one 
location to another (e.g. ·Newark to Trenton). 

Another . tool ... required wUhin the . Division is an ·effective ··Case .. 
•:·"'·-.. ~.;\:; ., c':·::.:_,:-:_-.<·.·.:\---' ./· --.:.::·_._"(· :, :,,,.,-' ··:·=-_::; .: :. ·-: : '. -. -,._,. --.~:\:._< . '· -- . . ._::.::-;: ',::-:_ .. :;>< --- ~ .; -_~:-:\~ -':':·-">·': ·· :::>:';:-:•:'· ·. _·_··:· -,_ ·_: .':· ·. . - •:. ·,._·< ::::~ .· .. ? ;-. _,· , _._,,-.,.;·::;_;.;:·.':'/::.<;-.<·;'~·<<:-· ·\-'·\·'· .·. ·. :;:.·-

M~nag~rnen~t .§y~tem· · _- .. -.. ~Jt~Q4gh the 0[~•y•.~·()~.-·. p~rre.rytly ·····••-- m~·~l~-•f'I.~).W).~·"i.:. ·<.:'·" 
sy~!~m ._ ..to.('[:tr~~kJng ~~es ;.: ·. t~.e · sy~tent·.;· pr().ki~.~~,~·JiJt!ij :' yti lit}t,.:;,,f9r,:,.,t~t~:i;\··/i: . \. . . ·.. · ·: . 
acti.ve'·: rnan~gemimt and tracking of -- .. ~-~~- : .tr~e · ~system ·' is:··: pnm.~,~i,)\ :·. '· .. ' ; · ··•• 
used; as'·. an . 'inventory . for all ,', of ' the' '·aises'tailcf. 'activ'ities . handl~(t -:;:b}t. . . _, : 
the .<·oivi~·~a·n .·:e ·\'sir16Et ,. ttl'$ ····system ·· is· d,e'scritiea :)·i~·< • use:r~untriail'aty'N··\"·tt\' · 
has not generated much user enthusiasm which has resulted in · 
people using the system only when rtiquired. The status of many 
cases on the system is not current (e.g many cases remain open on 
the system long after they have been ·. closed) leadi-ng to inacc.ur~te ·. 
management information. While there are a number of manag~m~nt 
reports available, most of these are only available in printed · forr.n 
and are not available online. Without al'l effective system for pa:~·e 
Management the Division will continue :to expend additional effor:t .. i .h 
determining the st~tus of · a particular c<ls;e, identifying \V~hich · 
attomey(s) are wof'ldng on a case, deterrniping how many cases . w~r~ 

·,-.clgs_~ Ji'i.O · the previous .. quart~r. etc. . ./.<:::.·~·-'.. . > .. · · · _.,:" ,·.;< '· ·, _· · 
·.:···; \. ·::· : .. :·.-~·;;,!/ . '~>< :-,.::. >-, ' _· .. ", .. '' : ,·: ' ' ' ' .--·:: .. , ( ~:::--: ·:-:.·.\:: '_ ';- , . .'· ..... :.... ' :- ·.' ,· "·_,}·.:,\~:.- :~/-, . .-.. '• -.··~ ' 
,.C)ij~ j.. ()f_~:·.~pe _most.!·.irrip(lrt~nt .·functio~·~· - __ .\YijJC;h ;_has. __ nO,.t' •>t?-~~n ·, · autQQ'l~~~~-~. : .. ·· .. :·. 

':i~~~~~~~~~~~~~fill~~~,t~~~~r~~~~t~,,~w~~\~~~f1t~%1J~fi''~1'$~~ · ... ··.···· 
remain' in piace ···today~·· . The Division desperately needs an automated . 
time accounting system for a variety of reasons including: 

• Billing client agencies; 
• Capturing the actual hours expendeq by the Division; 
• Supporting the preparation of annual budgets; and 
• Managing attorney resources. 

With the increasing use of the Debit/Credit funding mechanism, 
client billing becomes a very significant activity. As previously 
md1cated, . the> quarterly bill~ .-. are oftel'l. , prep~f~d ..•. b,a~~p _ 4PJ>rt _ a9 . · 
at!p~(l~y·,~ ,:: l~g~.l >. d:iary._ or-•.• •••. f81_ef1,~ar .... Y/f1icf1 · .. oft~rl.: .• ·. r~sU'It~., i .": e~_~i,rf1~~e.s __ .. · ·.···· :·•···· 

. ~~:~j~~,;ll£~v~#~~;~;~~,ifi·~~~t.TM!F~Y:jm~~·~~~~~~f~~~~,?~!t~ ; ••· !.\) · 

. ··· all} of} the ccirrespohdang>·.··accountirig .. •dat~c/. n_etiessary , t()' ·effe.Ci ··· lfl'e 
.~ .. ,_,·~-'.-. ·. -. . -, . • · - - ' . -. . . •. . - - . - . . . - . . . -- . . - . . . . . . - ' . ' 
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' 

necessary to · their client's . ···· needs in the 
Currently, this information must be manually extrapolated 

variety of sources of information. 

Many of the existing De~it/Cr~dit agreements with client agencies 
provide the Division with little flexibility in assigning attorney 
resources. This is due in part to the clienrs request for a certain 
individual to provide the desired legal support to their agency. 
While in some cases this is unavoidable, the Division is looking to 

,....._.,__ move away from these agreements and towards -COtn.umuitu.tuin~g,___ __ _ 

ti · re~ou,r9~.s ...• ir1 ... t~.nn~ ..•. CJl .. ft.~JI .•tifll~. < ~qu, iyal.~r,tts • i: (fgg·~>· • ...... ,. In .. .orci~f ·· ':,t9 ...• 

.. · !~4~li~f~!f~~~~~~\ll~~~~~it~~r~t~tmrf~!!~~~~ 
. ·. '. :·,~ . ; . 

··.·.- . . ·<:~..:-~~ > . _.:. :·.: : .. ··. 
. ._,,. 
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cap~ure the attorney's time .. related to a particular :blient and 
subsequently report the information·· ·to the client. 

• 
Th~ ... llivi$ion· ha~· ... t>een· .. rriaf(ing ~r8gress in.:the .. ~rt}a.· of ijnew Jim~ .. · 

· .aQC()untin(fsystem~ ..•.... ·With. the ..•.•.•. ~ssi~t~nc~ pf lh~f: [)~p~rtrr'l!ht Qf LaY/.· .•.. ·· 

;!~~:Jt~~~~r~;~tJ~~sr~t~~~ilri~!'i. 

•• 

for .·.·reviewing eomrnercia.l' le~~~··· time •. ·.···aqct)uotinglcasa .• ·n,:an~gement 
softWare products currently · ava.il;;tble on . the market. Upon review of 
some of these products. currently available on the mQrket. Upon 
review of ~ome · of. the$& prqduq~s the decision was meide that. the 
needs of the Division of LaY/· Were unique enough to. war.rant. a 
custom developed . system. . . flllodifyhig a commercia! .·.·package was 
ruled out due to the magnitude.· of changes .. required ... tQ meet the 
Division's requirements. Subseqf..lently, the DLPS · Oat~ Processing 
organization ·has begun . the development of a pr9tc)type time 
accounting $YStem. which is:c.urrently being. piloted within selected 
section~ of the Dh1ision. · .. The c;Qr,rent plans c:a.n JQr m()di~i(lg the 

.!ei!~=·· .. ~~ ·~~fie~~~~%f~~~tt~b~\1~~:p~~· 
• ••...••.. '· ••·· 0' <·· .. ·· ' ' 

I 

Effective administrative support is an essential element in the 
smooth operation· of any law finn. While there are many facets of 
administrative support, one of the most important factors is 
leveraging attorney time through the use of paralegal support. 
Currently, paralegals are applied in many sections throughout the 
Division. However, the levels are disproportionately low when 
compared to the private bar. As indicated in the headcount 
statistics included earlier in the report, the Division employed 381 

cc~. -·- attorneys and 29 Paralegals/Legal Clerks as -m--November' 16, 1990 
- or .a ratiQ. of _attprneys. toparaleg~ls of ~pprp~ime!tely 13 .to 1· _This 

is consid~r~bly· ·less\th~ry !He ~yf>r~ge·.·-·-·~· ·_ to_ .. -1 •. -raJi?: rriaintaih~p· by 
rnaO)' .~rth.4:t ... l~rg~ ·priyate, .1~\V .. fif'ms. . Mf!f)Y · ()f tf'l~$~ .firllls. f!tf:t u$ing_·.·· 
paralegals . to performs ' tasks: once r$served for . associates' such . as 

'· ! ·· .. , __ .. ", . • . ... . . . . . . . 
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researching facts, analyzing documents, checking cites and drafting 
certificates and pleadings. 

One of the motivating factors in the increased utilization of 
t paralegals in the private bar has been the increasing client 

sensitivity towards fees, forcing firms to look for, ways to··. biU at 
lower · rates. .·The Division is faced with a very similar ·scenario . and 
could benefit substantially by increasing the number of paralegal 
resources in order_ to address the ever increasing workloads. For 
many tasks this would mean having a . resource at a substantially 
reduced cost performing at the same level as a junior attorney. 

With the increased utilization of paralegals comes t_he 
correspondent demand for resources in the m~rket place which has 
resulted in higher salaries for these para-professionals. In some 
major metropolitan areas (e.g. Dallas), starting salaries, including 
bonus and ov~rtime, for paralegals exceed $35,000. Although it 
would be difficult to compare these markets with Trenton and 
Newark, it should be noted that the current salary cap for the 
paralegal Technician 1. title is $35,899. Throughout the interview 
process many .attorneys expressed concern regarding the Oiyision's 
ability to attract paralegals to the public sector due · primarily to 
the disparity in compensation levels. This point was emphasized by 
attorneys in the Newark office who cited the number of large law 
offices in the area as well as the proximity to New York City as 
factors in recruiting and retaining paralegals . 

. 
A probable symptom of the high ratio of attorneys to paralegals is 
the extent of clerical and administrative work performed by 
attorneys. In many cases, the only administrative support an 
attorney has is his or her secretary. Under the current structure one 
secretary must support two or more attorneys. Since the majority 
of ·attorneys have no means of drafting their own documents, they __ _ _ __ 

;- ----~~rety-- sotety--on----tiTeir--secretartes-anl:ttne wora-process• ng -pooTs-for- -
typing support. Since there is frequently a backlog of typing, there 
is little time left for the secretary to._ perform other necessary 
clerical and administrative . tasks such as filing, copying, 
messengering, etc. Therefore the attorneys must perform these 

t tasks if they are to ·be completed in an expeditious manner, which is 
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often a requirement in the legal environment. This situation 
obviously results in the ineffective application of resources -and has 
a detrimental_ effect on both _productivity and._ morale. _It seerns that 
some .o_f-.these\issues cou.ld be remed.iedJh,Crq~gh _a few quick_. __ -fixes 
(e~g.\_ ~dditiqnal- .00pying· ___ • .-8~ources,:,in-~o4se •• :rnessengers &J1d fu -_ 

_-_ rrtS.9hif1e~),_ ho\Y~ve~. the __ .c~)(- ,qf .• ···_the ___ -i~s~~.:·ci~p~~~~ •-~~OO,~d.<the ~~r-~~11t·- -
ne~:· f~r .tf:l,._-s-8Qte~ri~.s.,•-to_----dratt-.-.an~- mo~~ty::do9&J.91e.nts~--·•-- _ If __ • a~orn!ys -. 
had .. lh•••••at)Uity;/to.-drettt··•·.·-af'lQ- ....... edit .. d()¢tlf)1~.ot$: .. on~line,· .mueh>ot-···the,·•.···· 
secretaries time ·.could be freed to perform ·other necessary· tasks,· 
allowing- attorneys to focus on their case work. 

ATTORNEY DEVELOPMENT 

The Division of Law's primary -resources are its _ attqrneys. 
Cultivating these resources is an ess_ential element in maintaining. a 
high caliber l~al services organization. While the Division __ has­
implemented programs for attorney devel()pment in the past, .tnere 
are other initiatives which could yield significant benefits in terms 

- -

. ·'. ; . :.. .:~·< : • \/.~: ., : ·. 

-- and approved ·by-the Off1ee of the Attorney General 1t 1s forward~ to 
the Department of Personnel for review and approval by the Salary 
Advisory Commission (SAC). The process as it currently exists 
seems to be breaking down somewhere along the line. This is 
manifested by the number of merit increases that have not been 
acted on by the SAC in a timely manner. In some cases m~rit 
increases have been tied up in the process for over a year. However~ 
the norm is closer to four to six months. This is an exceptionally 
long waiting period when you consider that many of the increases 
are not approved by the SAC. While the Division recognizes the 

_ •. - ___ _state's financial situation, these delays in determining the 
- disposiJion of> salary increases have a significant impact on attorney 

morale----and turnover. . . . --- - -- - - - - ·-

.II). ~~ji.tqctiOn With th~ isl;IIEI;~f rh&rle ;.~ises. iltt6rne)' cq~nl!ati~.1 
w~~ also explored; · in partie~ tar. · the disparity ·. · in compensation 
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levels between the DivJsion and· private practice. This disparity was 
highlighted by recent articles in both New Jersey and National Law 
Journals detailing starting salaries in 1990 for associates at major 
firms... ThEJ study· indic;ated .that the ~vEJr~g.e starting salary for an 
assoqiate in 19.9Q \Ya~: in e)(ci:tss of .$60,'0~0 h1 New .Jers.ey .. T.~e·· 
startjng·.·s~llary. for •.. a ,e.ntry· .. l~veiQeputy Att~rney . General .. •. Ci~~··· DAG . .,5J'· 
W$~ .app..Oxirnate,y$~~.ooo~.~ ·This ~n.orm.o;~~ gfiP•·,.in· ...•. st8,-ting.· .. satariij$ ·· 
~lffec:ts· the··.QhlJsion·~ ab,ility.·•·to'• attraclt:•~ttorheys· .'since they ·af:e.·····.· 
competing for the same pool of resourdes with firms in private 
practice. While is it clear that the Division will never compete on a 
dollar for dollar· basis with private practice, a differential in 
compensation approaching 1 OOo/o for entry level attorneys certainly 
warrants attention if the State is to maintain a high caliber legal 
services organization. 

A component part of an attorney's performance review should not 
only include the evaluation of their day-to-day _performCince over the 
review period, but should include . an . evaluation of their 
a~compl~shm~nts a.s. they relatEt to ~h~- ~QYCi9~EUT1~r1t of J~~i.~ ... <.,• 
profes~iona.t career~h.MaQy·of 1?~ C1tt()m~ys irt1~i:Vi~we<:f.Indicat~~:; ··.·. · ......... · .. 

. ,.,~~$~ej~a~l~~~~~~JJar,i~~i~1~~~~~~ir :,,,.,~)';~. 
promotion within the.··,. DivisiorL ·. ·'· The . Division should explore. the ' ·· · · · < "· 

implementation of an attorney development program which would 
formalize the process of attorney performance objectives and 
professional development objectives (i.e. training). 

Since continuing professional education is a necessary element in 
the development on · an atto-rney's career, the Division should explore 
ways of providing this training within the organization. Some of the 
attorneys interviewed indicated that they were reluctant to enroll 
in legal seminars since they are often not reimbursed by the Division 

-. - --fot---th&-costs-iRGurred. A. similar scenario was described -relative uta- ---~ --- --
m.emb~rship .···.· in . certain legal organizatiol'ls . to vyhich many ... of the . 

···oiyisiol'l's .....• adv~rsC!rjes b~long.··· .. · ···While·.·····if· .would··•'not.:t>e· ... eCopomic~lly •·. 
tea~ibt~·· .. tq .J9t)ci· ,the . <;~!it~. ~9( ,eyf).ry.·· ·t~aini"'g: s~lnipar ~nd 
m~n1ger$hip.··•reque$t~ . by. an> att()rri~y ,·····same. midd.l.e. Qround sQpuld be·· 
established to •· facilitate the development <of. th~ Oivision's 

Page 18 

t 
I 
t 
l 
' 



• 

- . . '• 

- GOVERNOR'S MANAGEMENT REVIEW COMMISSION 
OPERATIONAL REVIEW OF 

THE DIVISION OF LAW 

resources. With a legal organization the size and stature of the 
Division, there should be many avenues available for obtaining 
training and memberships at reasonable costs. If these 

• arrangements currently exist, it appears that much of the Division's 
staff are unaware of their existence and potential benefits. · . 

• 
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RECOMMENDATIONS 

The recommendations that follow are organi~ed by topic in the same 
manner in which the Findings and Observations were presented. The 

I objectives .· of this . review are . to .··identify opportunities for 
improvements in operational efficiency ~nd effectivene~s. During 
the interview p.-ocess and throughout the review of the information 
that was gathered, many obvious recommendations surfaced. While 
the obvious recommendations can be considered elementary, some of 
the factors contributing to the underlying problems are complex and 
long standing. While these recommendations, if implemented, will 
achieve the. objectives of this review, they do not provide the r:nulti­
million dollar savings that are achievable in other areas within the 
State. However, these recommendations will better position the 
department for future growth, through better leverage of attorneys 
and more effective application of technology. 

FUNDING 

• The ~stablishrnent .. of a revolvin.g account, .. similar •. to the/ .OTIS•· . 
revolvi{'l~ ~ccouot, .~hould . be explored as. a meCif'lS gf fun~ing the 
operati()n~ otthe Divi~io~~ ...... J"his 'Nould. be· .. particularly~.~lpf~l 
in . ter111~ . ().f gaining fundipg commitments at the beginryirtg. of a 
fiscal year. · This would aid in alleviating the current problems 
frequently encountered when client agencies are unable to pay 
for the Division's services out of budget reserves as the· year 
progresses. 

• A standard billing rate structure for attorneys and paralegals 
should be actively explored. Standard billing rates would 
greatly . simplify the client billing process, particularly if 
.supported by a time accounting system. This would also 
eliminate the need to go through the tedious cost allocation 

-----~- - - --l)rocess eacntlme_a_ clientt>ilrFforrnulafed. Standard . biUiQB 
.estes .• whicb . inchade •. allocated.·. support· and ·.administrative 
expenses could ~e established . once at the beginning ()f each 
fiscal year. and c:ould be organized according to DAG titles. 
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TECHNOLOGY 

• The selection and implementation of a time accounting system 
should be actively pursued, as this will be an integral 
component in detailing the efforts put forth by the Division. 
This information is essential in order to make management 

·decisions regarding the deployment of available resources and 
for developing future year budget requests and projections. 

• Access to legal information developed within the Division, 
primarily legal brief and case information, must be centrally 
available to all attorneys. This could best be accomplished 
through an automated system focused on this type of 
information. Current efforts to select and obtain a system of 
this nature should be actively pursued, as this type of 
information is a high priority with many of the attorneys who 
were interviewed. Additionally, this system has the potential 
for optimizing attorney efforts when drafting new briefs, 
since an automated system could be queried on a variety of 
criteria for any pertinent briefs already in existence. 

• Additional access to the office automation system must be 
provided to the attorneys. While the concept of providing a pool 
of centrally located terminals may prove to be a cost effective 
means of delivering this capability, many of the attorneys 
interviewed require the facilities of their offices {i.e. 
telephone, files, etc.) in order to conduct business. Optimally, 
terminals should be made available in the offices of those· 
attorneys who prefer to· draft their work on the system. 

• Telephone configuration and procedures should be examined to 
optimize both attorney and secretary time. Given limited 
secretarial resources, an automatQd -~oice __ mes.saging_._sy.steiTl-.. ~ _ ~- _ -- - -

~-~-- -------~could significantly leverage secretarial time, shifting time 

• 

spent answering telephones to time sp·ent supporting the 
attorneys' workload. 

Mechanisms to aid in balancing the workload of attorneys· need 
to be explored. There is a perceived imbalance in thP. workloads 
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(Note: There has recently been significant progress in 
. pr()vjding timely merit J~crt;tase.s to . attorneys \Yit~in .the 
Divisi~n . Qf ~w .... Th~ ·~!tC»tn~y $~J1eral, llQW · has. th~ . authc:)rity 

. ~o· i approve all ·• DAG .. ·merit l~~rt;tc:ases; • the. p~r:oce$.~ . ·nct.;'tgnger •.• 

··.·~~~s>,tt •• ~~~~···••·~~tr~~~ ~~~~~~~y~iW£tilZt~·· 
.··previously. associatecf hwitfi· merit .. increas~s ·'i{nd should ;Have · a 
positive affect on morale thrciughout the organization.) 

Deputy Attorney General. compensation levels must also. be 
revitlwed in relation to th()$e available in . the private bar. 
Although it is unlikely that the Division will ever compete 
directly with the private bar in terms of compensation, the 
disparity cannot be so great that it will discourage all but the 
most civic-minded lawyers from joining the Division. 
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CONCLUSION 

The . Division of Law has undergone many changes since its inception 
in 1948. There has been significant growth in the number of 
attorneys, areas of· specialization and corresponding case loads. 
Throughout this period the Division has continually met the 
challenge of addressing the increasingly litigious environment on 
both the civil and criminal fronts. As illustrated in the findings and 
observations of .this report, the Division is once again faced with 
some unique challenges, as are most agencies within the State. 
However, the argument could be made that some of these changes 
affect the Division of Law in a somewhat different manner. Many of 
the findings appear to be symptoms of a complex issue related to 
departmental funding in contrast with organizational objectives. 

Many of the observations relate to insufficient professional and 
administrative support. These levels of support become increasingly 
important as workloads grow. The growth in workloads can be 
attributed to a number of factors including: 

• Legislative initiatives (i.e. FAIR Act, Environmental 
Protection); 

• Departmental programs initiated and- terminated; and 

• An increasingly litigious environment. 

Although these factors are out of the direct control of the Division, 
they contribute directly to the day-to-day case load. Budget 
reductions in some other agencies of State government have a 
different effect than in the Division of Law. In many agencies 
reductions in funding result in reductions or the elimination of the 
service. Reductions __ iiLtha-DivisioA of Law--result- in--fewer-resources-------------------

--------availabletoaddress an ever increasing case load. 

While the recommendations identified in this report will yield 
genuine results in terms of operational effectiveness and efficiency, 
the State must look closely at the relationships and the services the 
Division of Law provides to its client agencies. It would be difficult 
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to project significant long-term .. improvements to the current 
scenario, that is, . increased workloads and . decreasing <resource~, 
with()td·. some change ... ·.· in' .. ei·h~r .· tl)e .m~tpgds . ot .cli~rit-tunCit:)cJ' 
positi()os or: the ·extent of ~e.rvices provid~.?#?' the· .. client·· ~gef:lcies~' ·. · 

.. ~.t;~Y~~~~~~~k~:rJ~.~~~$tP~W~~~rU~~J(:~~f, 
situations there is no choice butto. become involved in a case. On . 
the other hand, the State often tak$s the proactive postu·re of 
pu_rsuing actions against parties who . are in violation of State laws 
and policies. It. is in this area where cutb~cks can .bet~~ most 
detrimental since stepped-up· prosecution$ could be. consid~red 
discretionary. Additionally, these are the cases which mo$t 
frequently yield rnonetary rewards to thEt ~tate Treasury. Ght~tl this 
situation, it would be beneficial for the ,State to explore in detiiil 
how to get the. most value out of an .'imp9rtant resource .(i.~. tne 
Division of Law). This can only be cjone•by looking at the ·seryic~s 
being provic:fed .to each .·of tl)e .. cJe~~ittn~.nts. and, rn~~ing ~ · 
·<:fet~r.~in~ti~i'l.;ie~ardir)Q.\ tl)~··. tn~rit.9t·.·~~ft1.inu~~9·· J() .,pe.rf§rffi.;.:uh:~.······. · 
current level :of :~~~ice: .. .•. •••··. ·. i··••.·>::.<) ;. <•.· ... :_; •..•....•... ·.··. ·· .. ·· · · · ·.··· ······.· ... : .·:\;:, f• . /.>:;.:.·:·· 

·· ·.~~i~P~:~~~~Z~!~:~:.~f~~;~Wi~~~~~t~t~~~~i1~J~~·~~~fA1)·. 
counsel for their client agencies addressing all matters and· .. issues 
arising from tliat client. While this objective has been achievable in 
the past, it will be difficult for the Division ·to provide the sam~ 
level of service in the years to come. The Division will need to 
become selective in terms of the cases it will pursue, given 
increasingly limited resources. These decisions can only be made at 
the highest levels of State Government both within the Division and 
in conjunction with the client agencies. 

--~·~-----------··--------~~~ 
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