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GOVERNOR'S MANAGEMENT REVIEW COMMISSION
 

OPERATIONAL REVIEW OF
 

CONTINGENCY STAFFING
 

OBJECTIVE: 

To review the state's use of contingency staffing, identify 

'opportunities for utilizifig contingency staffing more effectively, 

identify constraints which inhibit the use of a broader range of 

workforce alternatives and recommend the long range actions 

necesgary to achieve a more efficient workforce. 

INTRODUCTION: 

The nature of America's workforce is changing. The 1980's have been 

a decade of remarkable restructuring of both employer and employee 

needs and opportunities. The days of the single income family have 

dwindled as the costs of housing,', transportation, education and 

other goods have dictated dual income solutions. Nor can an 

employer afford to staff for peak demand level and keep employees on 

during slow periods. 

The growth in dua I income f ami I ies has crea ted condi t ions where 

fringe benefits are less important for some employees; mostly 

secondary wage earners, than the flexibility of certain employment 

opportunities. Conversely, fringe benefits are as important as the 

level of compensation for other employees even though they may be 

working in less than a permanent, fu ll-t ime capac i ty. Da t a 

indicates that in the future the available labor pool will continue 

to change both in number and quality of skills as well as the 

motivational factors influencing employment decisions (see Appendix 

A, "Characteristics of Future Labor Pool"). 
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The eighties have been the genesis of a variety of workplace 

strategies to balance economic and societal needs. Broadly defined, 

these strategies can be described as contingency staffing 

alternatives. Some of the techniques which have been commonly used 

include part-time employment, flextime, telecommuting, periodic or 

intermittent employment, as well as more traditional methods such as 

overtime and contract labor. 

In many private and public sector organizations, contingency 

staffing is a common approach to respond to workload demands. In 

these organizations core staffing is comprised of a mix of full-time 

and pa rt-t ime wo rkers, supp lemented, as needed, by overt ime and 

contracted employees. 

The Governor's Management Review Commission identified the use of 

contingency staffing as an area holding promise for meeting the 

state's service demands in a cost effective manner. This review 

explores the range of contingency staffing alternatives utilized in 

today's workplace, assesses the degree to which the state currently 

uses such employment practices and recommends opportunities to build 

upon the experiences of others. The present environment in which 

managers must operate with regard to both the procedures and the 

perceptions governing the use of contingency staffing is also 

discussed. Through the expansion of these ideas, public services 

can be delivered more efficiently and the workforce broadened by 

offering opportunities• to a segment of the state's citizens which 

otherwise could not be accommodated. 

METHOOOLOGY: 

A Task Force of experienced managers interviewed selected personnel 

and reviewed available reports and documents. Members of the Task 

Force had experience as directors of personnel or operating managers 

and represented agencies wi th experience regarding contingency 

staffing or in meeting staff needs. 
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The Task Force members are as follows: 

Natalie Havran, Task Force Chairperson, Director of Human 

Resources, Department of Transportation 

Patricia Blinn, Executive Assistant, Department of Personnel 

Peter Calderone, Assistant Commissioner, Department of Personnel 

Robin Fogel, Assistant state Treasurer, Department of Treasury 

Frank Gatti, Assistant Director, Financial Management, Office of 

Management and Budget, Department of the Treasury 

Dan Jordan, Management Resource Analyst, Department of Law and 

Public Safety 

Charles Myers, Acting Director of Personnel, Department of Human 

Services 

Dennis Salamandra, Director, Office of Human Resources, 

Department of Corrections 

James T. Smith, Management Improvement Specialist, Office of 

Management and Budget, Department of the Treasury 

Ronald Sost, Assistant Director, Department of Law and Public 

Safety 

David Strathern, Assistant Chief, Personnel Services, Department 

of Labor 

John K.I. Walsh, Management Analyst, Governor's Management 

Review Commission 

OVERVIEW OF STAFFING ALTERNATIVES: 

The Task Force conducted an extensive review of writings on the use 

of contingency staffing to determine the present status of these 

employment techniques in the private and public sectors (see 

bibliography in Appendix B). From this research, it was clear that 

a wide range of staffing alternatives are available to employers 

today which can improve productivity and lower overall operating 

costs without impairing the delivery of essential services. 
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The following two Charts provide a graphic representation of the 

potential benefits of contingency staffing to meet fluctuating 

workload demand. Chart 1 portrays a staffing pattern utilizing the 

traditional workforce strategies of full-time, part-time and 

overtime staffing to meet variations in workload. Note that a total 

of 100 Full Time Equivalents (FTE's) are required to meet the work 

demand and that this model portrays instances where not all 

employees are being fully utilized. 

CHART 1 

Sdected Employment 
Alternatives Before 

Workload Analysis 

Staffina Alternatives	 Workload Chanaes 

AltemstNrl '3 \
AJremaliYe It2 

PM/.77me ~ 

''':''~ ~ L-__----CSTLIN'FI_HG_L.EIJEl._...!~'__----	 ....J 

•	 Umited Use of Employment Altematives 

•	 Workload Changes Often 

•	 Full Time Slaft Level Set to Respond to Worl<Joad Peaks which 
Results in Excess Staff During Workload Valleys 

•	 100 Full Time Equivalent Staff (FTE) BroKen Out As Follows: 

95 - FiE (Full-TIme) 
2 - FiE (pM-Tome) 
3 • FTC: (Overtime) 

100· FTE 
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Chart 2 portrays an alternative approach utilizing a broader range 

of employment strategies as well as "fitting" the traditional 

techniques mo re appropr i ate ly wi th a resul t ant requi rement of 85 

FTE's. Note that when there are slow periods staffing has been 

adjusted downward. 

CHART 2 

Sdected Employment Alte~
 

After Workload Analysis
 

Stafflor; Alternatives 

,Atu:matjyeH 
Ro.tIng EmpJoytHI Pool 

:f:r':'na:: It?	 ~ ic---,-----I+--~-----=--=~:~~=JI	 I 
A/!-maM !1 ~ STAFl'lNG LEVEl. 

Full-Time ----- I ~ ~	 . 
TIME 

•	 Maximum Use of Employment Altem~ves 

•	 Workload Changes Minimized 

•	 Full TIme Staff level Set to Respond to Worl<Joad Valley with 
Contingency Staffing Used to Meet WorI<Joad Peak 

•	 85 Full TIme Equivalent Staff (FTE) Broken Out As Follows: 

70 - FTE (FuJI-Tme) 
5· FTC: (Part-T".,.) 
6 - FTE (OYerame) 
3 • FTC (F1oa1lnQ EmPloy~ Pool) 
1 - FTE (HourIIu) 

as- FTE 
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So what are the staffing alternatives which might be used to gain 

this improvement? Each is described briefly below: 

FULL-TIME EMPLOYEE: An employee who works the regular workweek for 

which his/her title is assigned. 

PART-TIME AND HOURLY EMPLOYEES: An employee whose regular hours of 

work are less than the normal workweek (typically 20 to 30 hours). 

Part-time work may be used when an employee cannot work full-time, 

to ease employees back into the workforce after a long absence, to 

prepare employees for retirement, and when there is a need for less 

than full-time effort. Research indicates that in the private 

sector part-timers normally represents 5% - 6% of the total staff 

component. 

OVERTIME: Payment at a premium rate for work performed beyond the 

normal workweek. Overtime provides experienced personnel to address 

temporary increases in workload or decreases in available workers. 

As a rule of thumb, the private sector allocates 5-10% of all work 

to be addressed with overtime. 

ADJUSTED HOURS OF OPERATION: Modification of an agency's hours to 

atcommodate operational and/or employee needs. The total number of 

hours worked and the annual salary remain the same, only the start 

and ending times change. 

ALTERNATIVE WORKWEEK: Establishes a different workweek such as a 

four day workweek with longer hours or working different days of the 

week than Monday through Friday. The total hours worked and annual 

salary remain the same. 

TEMPORARY EMPLOYEE SERVICES: Employees are paid at an established 

rate of pay on an hourly basis without benefits. -Employees can be 

hired on an "as needed" basis. State rules note that the work 

cannot last more than six months in the. aggregate in a one year 

period. 
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INTERMITTENT EMPLOYEE: Appropriate for functions characterized by 

unpredictable work schedules on a less than year round basis. 

Employees are paid on an hourly basis and may earn prorated leave 

and holiday time but typically do not receive health benefits. 

JOB SHARIN~: Two or more individuals sharing the job functions of 

one_position. The Council of State Governments reports that job 

sharing works particularly well in those jobs with little carry-over 

work and for professional jobs where staff can share the caseload or 

a weekly work schedule with a minimum need for the coordination of 

their efforts. 

EMPLOYEE POOLS: A variation on job sharing is employee sharing, 1n 

which specific skill needs are drawn from an employee pool or 

designated cadre for recurrent work needs which do not necessitate a 

full-time employee at a single work location. 

SPECIAL PROJECT RATE COMPENSATION: Full-time employees work in a 

different job than the employee regularly works and are compensated 

accordingly. This option provides "backfill" training and enhances 

career development among employees. 

TELECOMMUTING: An employee maintains contact via electronic 

equipment and does not go to the office more than twice a week. It 

is ideal for piece work, computer work, or for employees recovering 

from an illness or materni ty leave. Studies indicate that when 

effective controls exist, employees enjoy the responsibility and 

typica lly work longer hour s. I t reduces t rave I time, cost and 

traffic congestion. 

PROFESSIONAL SERVICES: The employment of private sector personnel 

or firms, used mostly for specialized services such as engineering, 

medical, financial, legal, data entry or clerical functions. This 

category is also referred to as contracted services. 

VOLUNTEERS: Typically, used in agencies delivering services to 

children, the incarcerated, the elderly or families of sick or 
disabled individuals. 
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Contingency Staffing Costs and Benefits 

Wi th the exception of cost savings associated wi th part-time 

workers, information on specific cost savings is not normally 

available nor are specific standards offered to guide the manager in 

the use of contingency staffing. This is understandable as the 

strategy for the use of contingency staffing should be tailored to 

each	 individual work environment. 

However, in terms of part-time work, up to 20% cost savings were 

repo rted by us ing pa rt-t ime staf f du ring peak wo rkload pe dods 

thereby reducing the required number of fUll-time staff. In one 

study nearly everyone of the organizations surveyed used part-time 

staff to some degree with 43% using part-time staff to fill 6% or 

more of their total positions (Administrative Management Science 

Association, Page 21). 

The general thinking on overtime is that 5% to 10% is an acceptable 

standard for operating units, without being concerned with increased 

fatigue or reduced work quality (Heisler, "Managing Human Resource 

Issues" ,Page 107). As with any staffing decision, the nature of 

the work, workforce and the work environment should dictate the 

full-time and contingency staffing make up. Appendix C, "Strategic 

Staffing for the 90's" is an article that discusses the potential 

benefits of contingency staffing. 

Contingency staffing provides both economy and productivity benefits 

tha t s igni f icant ly exceed the associ ated administrative costs. 

Summarizing the basic themes which emerged from the research, the 

most frequently mentioned benefits are: 

•	 enhances organizational responsiveness; 

•	 increases cost efficiency through improved staffing 

allocation; 

•	 avoids or minimizes the cost of fringe benefits in many 

instances; 
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•	 decreases absenteeism and lateness; and 

•	 provides flexibility to adjust to changes in workload and 

in the future labor pool. 

Some firms experience increased administrative costs to utilize 

contingency staffing related to training, record keeping, 

accounting, and increased supervisory or management time. However, 

in many instances these costs were minimal in comparison to the 

benefits of economy, productivity and flexibility provided to the 

organization. 

Each of the above ment ioned a I te rnat i ves is approp r i ate under a 

variety of circumstances and operating environments. Not all are 

suited for addressing the same situation, nor are they all mutually 

exclusive. To give an indication of when each variation has 

applicability to staffing needs, Chart 3 portrays typical instances 

when each contingency staffing alternative tends to be appropriate. 

CHART 3 

WORnOAD D~ 

Contingency 
Staffing Fluctuating Vacation Special Unanticipated Unanticipated Emergency

Options Peaks Coverage Projects Absences Workload Peaks Services
 

Overtime X X X X 

Contract 
Services X X X x 
Part-Timers X X X X 

Seasonal X 

Flexible 
Workweek X 

Volunteers X X 

Floating Pool x x x x x 

The above matrix indicates that management should have options 
to address both anticipated and unanticipated workload demands. 
There is no one appropriate option. The option will depend on 
the individual situation and therefore should be a decision made 
by operating management. 
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CURRENT USE OF CONTINGENCY STAFFING BY THE STATE 

State employees perform diverse functions including operating 

prisons, caring for the. disabled and mentally ill, insuring public 

health and safety, operating state parks, and building and 

maintaining roads, among others. These responsibilities translate 

into a broad range of workload demands. Depending on the nature of 

the work and the workforce required, contingency staffing options 

provide an appropriate method to deal with fluctuations and peaks in 

workload demand. 

For example, the Department of Environmental Protection has dramatic 

workload increases in the summer because more people use state 

parks. They have used seasonal and part-time workers to. deal with 

fluctuating demand. Also, state institutions and prisons operate 

24-hours-a-day, 7-days-a-week and require continuous staff coverage 

with special training. For this type of work, overtime or a more 

flexible workweek may be the appropriate solution. 

The state spends roughly $2.8 billion on salary and fringes for all 

employment alternatives. Normally, contingency staffing is a 

strategy used by management to satisfy their obligations in an 

economical and efficient manner. The available data indicates that 

all departments use contingency staffing to some degree. In Chart 4 

below, state-wide utilization for FY 1991 is shown. 

CHART 4 

STAFFING ALTERNATIVES (FY 1991) 

FTE Category Expenditure Percent 

72,955 FUll-time staff $1,693.7M 88.3% 
597* Part-time 13.9M 0.7% 

1,038* Hourlies 24.1M 1. 3% 
109* Per diem 2.5M 0.1% 

3,851* Overtime 107.9M 5.6% 
N/A * Contract Services 77.2M 4.0% 

Total Staffing Related Expenditures $L919.3M 100'\ 

* Positions 
benefits. 

and dollar amounts are· estimates and exclude fringe 
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Greater information on the individual level of departmental use of 

the above categories of staffing alternatives by category can be 

found in Appendix D, "Departmental Use of Staffing Alternatives". 

In general, it is clear that the state does not use most contingency 

staffing alternatives to the degree that the Task ForceJs research 

fOLlnd common of other employers, both public and private. The 

primary technique utilized by state managers is overtime, and even 

this is scrutinized by OMS and a popular topic at the legislative 

appropriations hearings each year. Yet it is well recognized in 

many sectors that the carefully planned use of overtime is a cost 

effective method for meeting many w6rk requirements. 

The remaining categories which the Task Force was able to develop 

information on are used to an even lesser degree. The use of 

hourlies ranks second in FTE usage, with part-time and per diem 

employment ranking well below the other alternatives. This chart 

does not ref lect f lext ime or other a I te rna t i ves to reschedu Ie 

full-time employees to better match workload peaks, but these 

techniques are not used to any large degree either. 

Moreover, a review of the data and discussions with agency personnel 

indicates that use IS not always motivated by cost effectiveness. A 

particular alternative IS used because it IS administratively more 

convenient than a more appropri ate one. For example, departments 

could share certain resources such as doctors, nurses and 

psychologists. Unfortunately, because of administrative 

difficulties most departments contract separately for these as 

professional services. Examples of the state's use of contingency 

staffing are described below. 

Overtime 

Managers utilize overtime because they are comfortable with the 

quality of the services provided and there are minimal training and 

supervi~ory considerations. A review of overtime indicated that the 

state's cost for an hour of work via overtime versus hiring an 
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additional employee is the same (see Appendix E, "Cost of an Hour of 

Work"). For work of short duration, overtime is preferable to 

adding staff and can be a very cost effective alternative if used 

appropriately. 

The state budgeted roughly $108 million in FY 1991 on overtime or 

5.9% of total personnel costs (see Appendix F, Contingency Staffing 

Al terna t i ves) . These cos ts a re wi thin the range of 5 to 10% 

described for private sector experience. When one considers that 

Human Services and Corrections account for 77% of the state's total 

overtime expenditure, utilization at the other departments appears 

to be well below the experience of others. In Corrections, overtime 

equates to 13.5% of the full-time staff equivalent and in Human 

Services the ratio is 6.4% of FTE while in 17 of the 20 departments 

overtime is less than 3% of FTE. 

Presently, some of the reasons overtime is used include: 

a lack of planning;
 

to avoid disruption caused by reallocating other staff;
 

• to allow institutio~al employees weekends off; 

as labor contract provisions (45.8% of the overtime in the
 

Department of Corrections resul ts from labor agreements,
 

see Appendix G, Corrections Overtime for details);
 

as an unofficial salary increase;
 

to address unanticipated sick leave.
 

Overtime, as a quick fix, may make management's job easier, but it 

increases costs. This is not the answer. Authorizing overtime to 

address these issues results in employees working greater hours, 

which tends to reward employees for attendance rather than for 

results. As employees work longer hours, the potential for fatigue, 

illness, on the job injuries and complaints about the quality of 

client care occur. 

You are Viewing an Archived Copy from the New Jersey State Library



-13­

The Task Force observed that overtime can address a variety of 

management, human resource, employee relations and policy issues in 

an ef f ic ient and economica 1 manner over and above jus t meet ing 

staffing and workload needs. In some instances the use of overtime 

offers benefits well beyond those that accrue directly to the 

state. For instance, using overtime to perform highway maintenance 

and repair at night may actually increase the direct cost to the 

s tate, but the resu 1t ant benef i ts to the other emp loyers and 

travelers in the state who would otherwise be delayed by day time 

construction activity may offset the increased costs. However, such 

. overtime has been curtailed in recent years to "save" money. 

Part-Time Employees and Hourlies 

The use of part-time or houily employees can be a cost effective 

alternative to full-time staff. For simplicity, in this review we 

wi 11 use the term "pa rt-t ime" to encompass hour ly emp loyees as 

well. While the private sector uses part-timers as 5% to 6% of the 

total staff component, in the state, part-time workers represent 

approximately 2% of the workforce. Only the Department of Human 

Services makes a significant use of part-time workers, where they 

represent 3.0% of the Department's FTE. 

A review of state agencies indicates that the use of part-timers is 

uneven and is not necessarily as cost effective as it might be. 

This raises questions about the need for monitoring and encouraging 

state agency use of effective contingency staffing. 

Flextime and Alternative Workweeks 

Work scheduling alternatives can be used by state agencies to 

respond to certain workload demands. The two most common scheduling 

alternatives are flextime and adjusting the workweek. In New Jersey 

state government, this approach IS only utilized in certain 

agencies. Many state managers have the perception that it IS an 

expensive and inefficient option, and is frowned upon. In reality, 

it can be an economical and efficient option when used properly. 
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Some examples of flexible work scheduling include staggering start 

and end times for a workday to ensure full office coverage within 

the limitations on a seven hour work day. This reduces the amount 

of overtime which would otherwise be necessary. Alternative 

workweeks can be used to address peaks in service demand on specific 

days when work is not evenly dispersed throughout the week. Motor 

vehicle agencies, among others, often experience greater demand for 

services at the end of the month and many other offices see greater 

demand on c~rtain days than others on a regular basis. By adjusting 

work hours and days off, greater utility of the existing workforce' 

.can be achieved. 

Professional and Contract Services 

On occasion, state agencies may meet fluctuations in workload demand 

or workforce availability by contracting with individuals, 

consultants, or firms outside state government to provide services 

such as clerical, auditing, medical and engineering services. 

It had been the intent of the Governor's Management Review 

Commission to analyze the professional and contract service 

expenditures to determine which agencies have utilized such services 

most effectively. Unfortunately, the Commission's Operational 

Review of Professional Services recently reported that the state 

cannot determine accurately the total amount spent on contracted 

services or what particular services were used. 

The Task Fo rce was only able to deve lop reI i able i nforma t ion on 

clerical services by reviewing state-wide contracts, vendors, and 

creating a special computer report. This analysis indicated that 

the use of clerical services is very limited within the agencies as 

a whole. To the degree it is utilized at all, it is concentrated in 

the Departments of Environmental Protection, Law and Public Safety 

and Community Affairs. While excessive, long term use of temporary 

secretarial services is not cost effective, short term use for 

vaca t ion cover age and spec i a I of f ice product ion peaks can be 
appropriate. 
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Conve rse ly, an examp le of the potent i a 1 inappropr i a te use of 

professional services to perform work for which in-house staffing is 

available IS In the area of highway design and engineering. 

Limitations on the use of transportation bond funds for state 

. salaries has forced DOT to contract for these services when they 

have staff with the requisite skills available. 

Job Sharing 

The Task Force was unable to obtain any data on the state's use of 

two or more individuals sharing the job functions required of one 

poS i t ion. It is inf requent ly used because the cur rent human 

resource and budgeting systems penalize departments who spli t a 

full-time position by counting it as two full-time people for 

staffing purposes. 

As noted earlier, information from many other states indicate that 

job sharing has been used successfully. The only disadvantage seems 

to be ·added administrative costs. 

Flexible Work Assignments 

The Commission, in other reviews of state operations, has identified 

a number of potential areas where alternative staffing techniques 

offer the potential for ~reater economies. Specifically, bringing 

the Senior Executive Service into a state-wide program commonly 

administered through the Department of Personnel provided a 

mechanism for employee pools, in this case of highly talented 

managers. Also, in the review of the Sick Leave Injury program, the 

Commission recommends sharing medical support personnel among 

departments to speed the processing of employees who have suffered 

job related injuries through to the appropriate medical 

determination. 
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Volunteers 

Another way to meet service needs cost effectively is through the 

use of volunteers. There have been many instances where individuals 

or corporations have offered their services to the state in 

meaningful and significant ways. The Governor's Management Review 

Commission itself is an example of the use of volunteers to help 

meet public needs, with the assistance that has been provided by 

many private corporations and the major accounting firms located in 

New Jersey. 

In addition, the Governor' s Office of VOlunteerism provides an 

important mechanism for promoting volunteer efforts and matching 

public needs with willing resource providers. Among the areas which 

this office has been able to contribute skills and resources are the 

encouragement and coordination of existing volunteer programs within 

state government and in the provision of support and technical 

assistance for the design and development of new volunteer 

programs. To meet this objective, the office provides regular and 

ad-hoc forums in which volunteer managers from state government can 

choose from a wide variety of technical assistance and networking 

opportunities. 

For example, the Office of Volunteerism was instrumental In the 

establ i shment of the Vol un teer i sm Uni t in the Of f ice of the 

Ombudsman for the Institutionalized Elderly. As a result of those 

efforts the Volunteerism Uni t was able to train directors of 

volunteers in more than 160 nursing homes throughout the state, who 

in turn have recruited and retained the services of thousands of 

volunteers to extend the sorely needed services of the facilities. 

The Office of Volunteerism also (- ~s a state-wide volunteer link 

through a central 800 number for community referrals and volunteer 

related information. The office relies heavily on donated 

resources, both in person power and monetary donations, to implement 
its programs. 
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other Technology Based Options 

Technology should be taken into consideration in addressing how work 

gets done. Telecommunication technology provides opportunities to 

interact with clients in a less labor intensive way. For example, 

800 and 900 numbers utilizing a touch tone phone menu and taped 

response is a common method for responding to certain requests for 

services. The public has the ability to interact with an employee 

if the taped message requires clarification. In most instances the 

t aped response can address the issue. Emp loyers benefi t as the 

phone system replaces the need for an operator or customer service 

representative to channel the calls. 

The computer is a critical tool in most work environments. with the 

advent of portable computers, modems and fax machines, telecommuting 

is beginning to be considered a viable employment approach for a 

sector of the workforce. Flextime, non-traditional workweeks and 

job sharing will become more prevalent as telecommuting is more 

fully accepted. At present, the state does very little in this area. 

MANAGING AND MONITORING CONTINGENCY STAFFING 

One of the key ingredients to the successful management of workloads 

and staffing levels is the environment the manger must work within. 

This includes both the process one must go through to gain 

innovative staffing alternatives (both legal and procedural), 

support systems to aid cost effective staffing alternatives and the 

perceptions and prejudices which managers must overcome. The 

following section discusses the environment in terms of who monitors 

staffing decisions and what constraints exist which inhibit cost 

effective staffing decisions. 
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Responsibility for Setting Policy & Regulating Contingency Staffing 

The Departments of Personnel and Treasury (Office of Management and 

Budget (OMB}) and (OER) Office of Employee Relations are the state 

agencies that have primary responsibilities concerning contingency 

staffing policy and procedures. Presently, the state's primary 

focus regarding contingency staffing is to minimize it. 

The Department of Personnel deals with contingency staffing when an 

employee/employer relationship exists and oversees state legal 

requirements for hiring, promoting, or firing. 

The Office of Management and Budget within the Treasury Department 

ensures that state employees and vendors get paid and provides 

positions (full-time or contingency) and associated dollars based on 

authorized appropriations. Treasury also reviews all agency 

requests to engage professional services. OER is mainly responsible 

for representing the state in contract negotiations and serving as 

the liaison with state employee unions. 

None of these agencies however, is charged with the overall 

responsibility to encourage ?nd monitor the cost effective use of 

contingency staffing. No one provides support or direction on the 

advantages and disadvantages of contingency staffing alternatives. 

No one analyzes departmental use of contingency staffing, and data 

is very deficient. As a result, state agencies use contingency 

staffing without a clear state policy or guidelines, or worse, do 

not use contingency staffing even when it is an appropriate 

alternative. 

Contingency Staffing Policy 

In principal, the state affords managers various employment staffing 

alternatives within the boundaries of civil service; labor contracts 

and interna I cont ro 1 po I icies (see Appendix H, "St a f f ing and Work 

Environment Alternatives"). These varying workforce requirements 

cha llenge managers to respond wi th appropri ate, cost ef fecti ve 

staffing alternatives within the context of the workload demands. 
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Too often managers do not know what options are available or do not 

understand when and how they can be used most effectively. 

Moreover, many aspects of the administrative system discourage the 

use of certain alternatives. 

The absence of a c lea r st a te-wide po 1icy or di rect ion on these 

issues almost encourages managers to fall back on the conventional 

full-time employee staffing approach. If New Jersey expects to take 

advantage of the potential benefits of contingency staffing, this 

issue wi 11 have to be addressed and c lea r ly communicated to 

management at the operating level. 

Contingency staffing mayor may not offer civil service protection, 

pension, health or leave benefits. The provisions of tenure and 

fringe benefits have a direct bearing on the type of employee the 

state will be able to recruit for these non-traditional employment 

situations. The array of benefit alternatives provided by staffing 

options is shown below in Chart 5, "Staffing Benefit Alternatives". 

CHART 5 

EXAMPLES OF STAFFING BENEFIT ALTERNATIVES 

Benefits* 

Leave 
Core Staffing Alternatives Tenure Pension Health Entitlements 

full-time workers varies yes yes yes 

· overtime N/A N/A N/A N/A 

part-t ime workers varies yes no prorated 

· hourly: 

intermittent� yes no no prorated 
temporary� no no no no 

professional services no no no no 
(includes consultants) 

· volunteers N/A N/A N/A N/A 

*� Current legislation limits providing health and pension benefits 

to contingency workers. 
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Staffing Standards and Workload Analysis 

In order for state agencies to use contingency staffing effectively 

they need to determine the workload, the appropriate productivity 

standards and the mix of staffing alternatives. The Task Force 

believes that staffing standards logically flow from the above 

analysis. This information allows managers to make effective 

employment dec i s ions based on staf f resources and ant ic ipa ted 

performance levels. Presently, operating managers have very little 

technical assistance to help them perform a workload analysis and 

develop alternative staffing patterns 

The Task Force reviewed the extent of staffing standards in the 

various state agencies. In its' institutions, the Department of 

Human Services has utilized direct care' standards. However, neither 

the Department of Human Services nor OMB have agreed to rely on them 

as the basis for staffing allocations. The Department of 

Corrections extensively relies on manning standards, but 

unfortunately, they do not have agreement with OMB to use them as 

the basis for staffing allocations. 

Surprisingly, neither OMB nor the Department of Personnei have been 

assigned responsibility to assess the appropriateness of staffing 

standards. In general, state agencies have not adequately evaluated 

the cost effectiveness of various staffing alternatives; they lack 

~greed upon staffing standards and the expertise to develop staffing 

standards. 

The Commission observed that the state's human resource and 

budgeting systems do not provide appropriate incentives to encourage 

cost effective alternatives to full-time staffing. In fact, the 

human resource compensation system sets manager's and supervisor'S 

salary levels in part on the number of full-time employees managed 

(the more employees, the higher the salary). The compensation/ 

classification system discourages managers from reducing staff and 

does not reward those who provide more services with the same number 

of staff. 

You are Viewing an Archived Copy from the New Jersey State Library



-21­

Additionally, the budgeting system penalizes managers and 

supervisors for reducing costs. Appropriations are scaled back in 

subsequent years, when staff and costs are reduced. The budgetary 

and admini st rat i ve systems must prov ide incent i ves rather than 

disincentives to qperating managers. 

Approval to Use Contingency Staffing 

The state needs appropriate management controls to encourage the 

appropriate options for cost effective contingency staffing by 

agencies. 

Present ly, st a te managers have the f lexibi 1i ty to use overt ime 

without adequate management authorization because prior approval is 

not always required. Managers may use overtime when they either 

have specific funds appropriated or when they can fund it from 

salary balances. The ease of this option often precludes serious 

consideration of other alternatives which may be more cost effective. 

Managers are rarely required to demonstrate that existing staff 

cannot be shifted from other programs or that another staffing 

alternative is more cost effective. 

Fo r the sake of expedi ance, agencies somet imes mi suse cert ain 

contingency staffing alternatives to address limitations in the 

current system, rather than use a more cost effective alternative. 

FISCAL IMPACT OF USING CONTINGENCY STAFFING 

The Task Force believes that the state can reduce costs 

s igni f icant ly by encour ag ing and act i ve ly manag ing the use of 

contingency staffing. This conclusion is based on various 

management studies on the subject and the state's current passive 

management of contingency staffing. 
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One area of potential savings is expanding the use of part-time 

workers. Currently, part-time workers represent approximately 2.1% 

of full-time staff. The Task Force estimates that increasing the 

use of part-time workers to a level of 4% could reduce annual state 

total staffing costs by $18 to $22.5 million (see Appendix I, 

Staffing Alternatives). This is well below the private sector 

average of 5% to 6%. The savings are based on the following 

assumptions: 

•� Agencies employ approximately 73,000 workers. If 

part-timers averaged 4% rather than the current 2.1% of the 

workforce, part-time employees would constitute 2,918 

positions. This would be an increase of 1,283 positions. 

•� Full-time staff average $31,5001year including fringes. 

Part-time staff currently do not receive health benefits 

which are estimated at $3,500Iyear. If a part-timer works 

half of the normal workweek their annual salary would be 

$14,000, which would result in an annual savings of $22.5 

million. 

•� If the state provided full health benefits for these 

part-timers, the annual cost would be $17,500 and the total 

savings would be $18 million. 

Although the Task Force did not address the issue of providing 

hea 1th benef i ts to part-time workers, the ana lysi s indicates that 

even if health benefits were provided, the state's staffing costs 

would be lower if part-timers were more fully utilized to cover 

certain functions. Clearly, the over reliance on full-time 

employees has resulted in instances where some employees may not be 
fully utilized. 
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SUMMARY: 

The state has no clear policy dealing with the cost effective use of 

contingency staffing. It is missing an opportunity to position 

itself to meet its long term workforce needs and to achieve many 

other benefits including reducing annual staffing costs by a minimum 

of $18 to $22.5 million through greater use of part-time employees 

alone. 

The lack of management attention occurs partly because no agency has 

been assigned the responsibility of making available and encouraging 

cost effective contingency staffing. No single state agency has a 

sense of the state-wide opportunities for contingency staffing, the 

problems with current use, or the potential that could be realized. 

This tends to limit the state's focus on contingency staffing as a 

viable, cost effective alternative. 

On occasion, state agencies may utilize contingency staffing for 

reasons unrelated to cost effectiveness. Contingent staff allow an 

agency to bridge gaps when either workload demands or certain human 

resource issues jeopardize an agencies' ability to provide services. 

The state faces significant challenges to effectively manage 

contingency staffing. Generally, state agencies lack agreed upon 

staffing standards which would allow contingency staffing to be 

considered as a viable employment alternative. Furthermore, the 

system provides only disincentives to consider contingency staffing 

as a cost effective alternative. 

RECOMMENDATIONS: 

The appropriate use of contingency staffing offers the state many 

benefits. Some agencies have realized these benefits but, in 

general" the state can do a much better job of promoting these 

opportunities to all agencies. The Commission recommends the 
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following proactive approach to contingency staffing as an 

economical, efficient and responsive employment alternative. 

1) Develop a human resource management strategy which enables 

agencies to utilize cost effective contingency staffing and 

incentives to use them. 

The state's contingency staffing strategy should aim to achieve the 

following goals: 

•� The state's workforce should comprise the appropriate mix 

of contingency staffing alternatives so that agency 

missions are accomplished in a cost effective manner by a 

qualified and committed workforce; and 

•� Staffing levels should be based on standards for specific 

accomplishments within a specified time period; measurable 

performance standards and the total staff resources 

required by a unit. Measurable standards, when possible, 

should be incorporated into an employee' s performance 

review. 

The strategy should be developed under the guidance of the 

Treasurer's Of f ice 1 n cooper a t ion wi th Per sonne l, OER and in 

consultation with representatives of ·operating departments. The 

proposed plan should be submi tted to the Governor' s Office for 

review and approval. 

2) Agencies should perform workload analysis and reschedule work to 

minimize fluctuations. 

Program managers considering contingency staffing should: 

•� evaluate workload (volume, quality, time frames, client 

expectations); 

•� identify the number of staff hours required; 
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•� manage the workload by modifying deadlines, schedules, etc. 

to minimize workload fluctuations; 

•� manage the workforce by modifying schedules and 

coordinating with other units; and 

•� determine appropriate staffing patterns including the use 

of contingency staffing alternatives. 

Agency managers should be responsible for managing its use of a full 

range of staffing alternatives. 

3) Support and assistance should be provided to agency managers to 

assist them in identifying· opportunities to effectively utilize 

contingency staffing alternatives: 

•� Treasury should provide technical assistance to agencies 1n 

determining workload needs and staffing alternatives; 

•� Treasury should evaluate all requests to engage 

Professional Services including consultants to determine 

when their use is cost effective; 

•� Each agency should designate an individual with 

res pons ibi 1 i ty fo r agency propos a Is to use contingency 

staffing alternatives; 

•� Agency management should focus on the effective management 

of their staffing budgets, not just their "head counts"; and 

•� Treasury should work with agency management to promote 

opportuni ties to share staff in response to workload 

demands. An example would be the establishment of a pool 

of workers who could "float" between agencies as required 

with the cost charged to the appropriate work center. 
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IMPLEMENTATION:� 

The Treasurer's Office should develop a strategic plan, identifying 

opportunities to more efficiently and effectively utilize 

contingency staff. The Department of Personnel would review and 

implement human resource policies consistent with the st~ategic plan 

in cooperation with representatives of the Office of Employee 

Relations, OMS, the Division of Pensions and agency management from 

the Departments of Labor, Corrections, Human Services, 

Transportation, Environmental Protection and Law and Public Safety, 

among others. 

OMS should assist agency managers in developing producti vi ty and 

staffing standards employing "core staffing" patterns utilizing the 

appropriate mix of fu Il-t ime, part-t ime, intermi ttent and hour ly 

workers. 

The Treasurer and the Governor's Office should propose the necessary 

legislation, policy and strategic plan to implement the Commission 

recommendations no later than January, 1992. 
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APPENDIX A� 

CHARACTERISTICS OF FUTURE LABOR POOL� 

Current data indicates that there will be substantial shifts in the sex, 

race and age of the workforce and in the level of skill required t6 

perform in the workplace. The proportion of older workers, women, 

immigrants and minorities entering the workforce will increase 

significantly. Skill level requirements will change from unskilled and 

semi ski lIed occupations to ski lled and highly technica 1 occupat ions. 

Minorities and immigrants are currently the least advantaged in terms of 

ski 11 levels and educat iona 1 backg rounds and wi thout the remedi a 1 

support from employers will find the transition particularly difficult. 

The skill level of workers hired over the next 10 years will have a 

major impact on employers. Employers should consider designing and 

implementing cost effective technology based programs to improve these 

skill levels. The most likely place for breakthroughs in training and 

hiring young, disadvantaged workers, will be at "second chance schools" 

developed by employers at the work site. 

In the year 2000 the economy will provide "good jobs" mostly for those 

with high level, service oriented skills. 
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1985-2000 
YEAR 20001985 PROJECTED NEW ENTRANtS LABOR FORCELABOR FORCE to L~nR  EJlBCE' ~ s...-... 

1985 I' ROJ EeTE 0 NEW YEAR 2000 
KEY-­ LABOR FORCE ENTRANT 1985-2000 LABOR FORCE 

WM-US BORN WHItE HALE ~7 15 ~ I 

WF-US BORN WHItE FEMALE 36 ~2  36 

HWM-US BORN NON-WHITE MALE 5 8 6 
NWF-US BORN NON-WHITE FEMALE 5 13 7 

1M-IMHIGRANt MALES ~ 13 6 

IF-IMMIGRANt FEMAL~  3 9 0\ 
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WBKtOra 2000� 

• FOU.ATIOO ·ND ~WILL GUY AT Sl.O'\EST RAlE 51 N:E 1930's 

,?op.tlatlon grcwth:� 1,~  In 1950� 
2.~ In 1970� 
O. 7"1. I n 2(00� 
Net grcwth of 15% by 2000� 

W>rkforce will grON by 22% by 2000, averaging the slOo\est grcwth rate since In 1930's 

·nE AVBW:£ IG:. a= nEw:n<FOaWlLl RISE NCJ 1l-E R:a.. a= 'rCLtGWH<mS ENTmIt.G 11-£ l.J6:Rt.W1<ETWiLl S-IUM<� 

The rrean age of the w:>rk force In 2000 will be 39� 

The I'Ulber of young w:>rkers (16-25) enter Ing the w:>rkforce will drop by 8% bet....een 1985 and 2000� 

In 1950, there Wi! one (1) ret I ree to every 17 w:>rkers: by 1992, there will be one (1) ret I ree to every three 
(3) ..-.orkers 

In 1004, 83% of all rren (55-64) w:>rked; In 1984, the I'UTber dropped to 68%; by 1992, this I'UTber will drop to 
~  

-POE VOwEN enm n-E w:n<FOa� 

64% of all neN entrants to w:>rkforce will be ferale bet....een 1965 and 2000� 

61% of all w:rren of w:>rklng age will be In the w:>rkforce In 2000� 

4]% of the ..-.orkforce will be ferale In 2000� 

Present Iy: 

73Y. of all w:>rklngw:rren are of child bearing age 

60% of school age children have mothers w:>rklng 

Largest grONth rate of fmale OTPlo)'Tent Is v.oren with children Wlder six (6) years of age 
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·MI tot ITIES WI Ll IE A Ulm1 9WE a= t-IW ENTlWlTS Imo ll-E Wll<fUO: 

21% of neN entrants to the v.orkforce will be ml nor I ties 

1~  of the \\Orkforce will be native born minor It les 

• 1Mw1IGWfrS WI Ll FI:fl£S:NT llE LNU:ST 9W£ a= 11-E I toI:ASE IN ll-E fU\LA.T1m NV WH<FOO: SIto: ll-E 1920' s 

500,000 plus, legal Inmnlgrants enter the Uhlted States each year 

20% of the legal Inmnlgrants are adnltted for Job skills 

There are 2,000,000 to 4,000,000 Illegal Inmnlgrants In the Uhlted States 

22% of neN entrants to the labor force will be Inmnigrants 

In 1988, Uhlted States hospitals will hire 20,000 foreign nurses on five (5) year Visas 

In the 1980's, Inmnlgrants, primarily fran South Arrerlca and Asia, counted for 20% of the Uhited States 
population gr~h  
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dOB fvlARKET 1985 -2000 
BY READING LEVEL 

40 -

35 

30 

25 
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1l-E WJI{ PlJ(E IS OWGI t{;; WJI( IS IHD.'I t{; M:JE kKW..BXE ImENS1\'1: 

*UW SKIUID XBS HE LtIl.INltG 

Negative occupational grcwth In areas of: 

PQr Iculture; mining; forestry; fisher les; unsk II led and s81l1 sH lied factory prod1ct Ion \\Ork 

Very ION grONth (less than 1~): 

Blue collar supervisors; helpers and laborers; precision factory prod1ctlon\\Orkers 

GrONth rate greater than 40%: 

Natural cOTPUter andmathBTatlcal scientists; health diagnosing and treating occupations; 
technicians; engineers; architects and surveyors; I~ers··and  Judges; other professionals and para­
professionals 

*ED.rATIClW.. NV SKill JmJIJBelTS HE RISltG 

In neN Jobs created betY.een 1984 and 2000, nore than 5OY. will req..llre ed..tcatlon beyond high school; 3OY. will be 
filled by college graduates 

M:>st neN Jobs will req.tl re mrkers to have solid reading and ....... 1t Ing sk III s. FeM3r than one (1) In foor (4) 
neNv.orkers wi II be able to function at needed skill levels wi thout raredlal training 

In 1984, the rredlan years of edJcat Ion for the \\Orkforce V\8S 12;8 years; by 2000, It will have to be at least 
13.5 to rreet the req,.llrerents of the neN Jobs being created 

2,300,ooov.orkers are displaced each year; 1,000,000 of these\\Orkers have been on the Job three (3) or nore 
years 

300,000 of the displaced long tennworkers lack sufficient In the three (3) years to be re6Tployed at their 
fOnTer level 
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In the next 12 years, 51,000,000 workers or 40Ye of theworkforce\N111 require training. 30.000.000 are current 
w::>rkers WlO \NIl I require retraining or upgrading; 20,000.000 \NIl I be neN entrants to the labor force 

In 1987. erployers spent 30 bil lion or ~  of the total united States edUcation expenditure on OTPloyee 
ed..lcat ion and training 

•PFUETB:> 9< IllS G4.P 

National Science Fwndatlon projects a shortfall of 400.000 science and engineering BA.'s and 27.000 Ft-O's by
2CXX) . 

50% of the engineering students at the graduate and post graduate level In the lOlted States are foreign born 
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L ITERIC'( IN ll-E WH<FOl::E WI LL BE A MA..Ol OCN:::ERN 

·~I1ID STAUS WH<Bl L ITmfCf DO'P I tG 

In 1988, Japan's functional literacy rate 'NlS 95% plus; the Ullted states 'NlS doAn to 60%, 

*)QJG w:n<ms ENTmI tG ll-E LJm1 t.W1<ET I-V\VE S1mIFICANT 9<IL.L Cff lellS 

1.000.000 yooths will drop cut of high school this year 

Drop rot rates In rmJor cl ties w,ere minor It les are concentrated range fran 35% In NaN York to 5OY. In 
'Nishlngton. D.C. 

Drop out rates among 18-21 year olds: 

Wli tes 13.6% 
Blacks 17.5% 
Hispanics 29.3% 

I t Is est Irmted that of the 2,400,000 students\l\ho gradlated fran high school In 1967. as rmny as 25% could not 
read at the 8th grade or ·f~ctional  literate level-

EdUcation Testing Service says that 48.9% of the nations 17 year olds could not correctly answer thefol lowing 
type of rmth q.Jestlons: 

Wllch of the following Is true about 87% of 107 ~1at Is the Brea of this rectangle7 

It Is greater than 10 6 an. 
______ It Is less than 10 
__ I t Is equal to 10 

4 an. 
If 7X + 4 - 5X + 8. then X - 7 

1 
_2 

4 ______ 4 sq,tare an. ___ 6 SQlare on. 
_6 _ 10 sq.Jare an. ___ 20 ',:,'lare on. 

_ 24 scpare an. 
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Tho Nat I.onal Asses~nt  of EdJcat lonal Progress W'ldertakon by the lhl ted States Departrrent of Ed.lcatlon fOWld 
the follONlng arong 21-25 year· olds: 

O1ly 60" of Wli tes, ~  of Hispanics and 25% of Blacks could locate Infomut Ion In a neNS art Icle or 
an alrranac 

O1ly 2!rX. of Wli tes, 7'1. of Hispanics and 3r. of Blacks could decipher a bus schedJle 

O1ly 44% of Wlltes, 2~  of Hispanics and 8% of Blacks could determine the change they v..ere we fran 
the purchase of a Mo It,en restaurant rrcal 
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APPENDIX C� 

Mmr Ma.mu-r, Chairman and CEO, RODm Half In~MlInc.. l'knlo Park, C,A. 

"Do more with less" is the morto� 
ofmany companies. Wise HR managers are finding� 

that creating the right mix of permanent and� 
temporary employees is the perfect solution,� 

Strategic Staffing� 
for the '90s� 

D
YOU ever long for the 
old dayS when compa· 
nies planned per­
sonnel needs in direct 
relationship to pro­

jected annual grov.'th? Remember 
when it was relatively easy to find 
people who matched the required 
ski.ll.s. and you expected these 
employees to remain with the com­
pany until they reached retirement 
age? 

Those dayS are no more. In the 
last decade, the workplace has 
changed so dramatically that even 
the HR managers who lived through 
those times have a hard time 
remembering what they were really 
like. 

In the realities of todav's \l1'Ort· 
place. different scenarios h~ 
emerged, such as: 

• Even when the company 
projects healthy annual growth. it 
also may require reduced staffing lev. 
els to achieve acceptable bottom line 
results in an increasingly competitive 
global economy 

• When new employee positions 
art budgeted, they may go unfilled 
""CTOCl-''''"' !T S~~ 

for lack ofqualified candidateS 
• Regardless of their business, 

most companies have taken on a sec· 
ond business - installing and 
absorbing the technology that's nec­
essary to remain competitive 

• The mergers and acquisitions 
of the 'SOs buried the concept of a . 
trusted lifetime employer/employee 
relationship, which often was re­
placed by an everyone·for·himself 
mentality 

, • The struggle tOr companies to 
do more with less personnel is inten­
sified by employee demands for a 
higher quality of personal life, which 
is reflected in such benefitS as flex 
time, share time, parent trading, 
telecommuting and on·site day care. 

This new environment has had a 
S'iIo-eeping impact on the HR function. 
The concept of one job. one person 
gradually is giving way to the broader 
strategy of determining the best ~ 
to accomplish an objective. 

/u line management struggles 
with its own challenges, its attitude 
t~crd the HR department might be 
"lead, follow or get out of the way... 
Therefore, HR managers must be 
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SPECIALIZED TEMPORARIES� 

willing and able to participate fully in 
solving the problems that face the 
company, from a strategic, proactive 
and top-down approach. Otherwise, 
as line managers take on staffing, HR 
wil\.find its department losing ground 
within the organization. 

In this complex new. environ­
ment, )'Our leadership role requires 

. you to become a consultant to line 
management and bring creative solu­
tions to the organization. You must 
take the lead in educating them . 
about flexible options available in 
solving staffing problems. In addi­
tion. you must institute an ongoing 
system of education, budgeting, 
tracking and communication to keep 
controls in place. 

In a perfect world, your solution 
would be to recruit and hire the right 
candidates to fill those staffing prob­
lems. The world, however. isn't per­
fect. Therefore, a creative alternative 
i5 to hire temporary workers to fill 
your company's needs. 

The growing availability of 
slcilled professionals who work on a 
temporary basis has given companies 
a broader range of options to con­
sider in solving staffing problems. A 
product of the work forte's changing 
goals and desires, these temporary 
employees are people from dual-pro­
fessional households who Want to 
gain more flexibility in parenting, 
who want to "test" a company for 
several months before committing to 
a career position or who want the 
kind of flexibility that a permanent 
career as a temp allows. 

The personal motivations of 
many highly skilled and trained peo­
ple to stay flexible in their work style 
have resulted in a situation that gives 
companies far more power to control 
their own staffing requirements. Your 
job as an HR manager is to introduce 
management to the concept of pro­
fessional temporary staffing. 

Some companies are highly 
sophisticated in their use of pro­

fessional temporaries. As much as 
, 20% of their compensation budgets 

are allocated to temporary workers in 
virrually every slcills area of the 
organi:ation. 

Most companies, however, are 
just beginning to venture into strate­
gic planning for using temporary pro­
fessionals. They're realizing that 
workers can solve business-problems 
that go beyond replacing employees 
who are on leave or who quit. 

If your company fits the latter 
profile, the largest challenge you'll 
face in the education process i5 to 
convert the unbelievers. 

To get line managers to buy into 
using temporary workers, you'll prob­
ably need to dispel the following 
m,.ths: 

. M~rh: All temporary pro­
fessionals are secretarial, clerical and 
light industrial workers. 

Rlaliry: Of the 1 million people 
(1 %of the US work force) who are 
temporary employees, industry 
sources estimate that as many as 20% 
of them are professionals. The 
growth of this segment has far out­
stripped the growth of the more tra­
ditional part of the industry. 

Myrh: Temporary workers can't 
perform a job as well as permanent 
employees because they don't have 
the inside perspective of the 
company. 

Realiry: Temporary professionals 
often are used to provide skills that 

don't exist within the company, 
aren't needed on a permanent basis 
or both. Intimate knowled2e of the 
company isn't required to Perform 
some jobs. 

In addition. temporary \lo'Orkers 
bring a fresh and creative approach 
to assignments. Unconcerned with 
how the job has been done in the 
past, they look at each assignment as 
an opportunity to broaden their 
exposure to a variety ofcompanies. 

Myth: If you have the budget, 
it's always better to hire permanent. 

Reality: Little is classified as 
"forever" in coday's corporate 
environment. The days of finding the 
job that fits the person have long 
been replaced by finding the person 
that fits the specific job that's needed 
at anyone particular !=oint in time. If 
companies are committed to the 
flexibility that's needed to stay 
competitive, an attempt to ke~p a 
100% permanent \lo'Ork force is an un­
realistic approach. 

Myth: Temporary profeSSionals 
are more expensive than rermanent 
employees. . 

Reality: It's usualI\" less ~'I(pen­
sive to access the right skills when 
needed - and only when needed ­
than to maintain a permanent person 
whose slcilIs don't match the job 
requirements 100% of the time. Not 

I all expenses are measured in 
compensation dollan. however. 

Myth: All temporary ser.ices are 
equally capable of supplying any kind 
of temporary personnel needed. 

Reality: As companies increas­
ingly require specific talents, the tem­
porary services industTy has become a 
specialized business. Firms that em­
ploy hiring counselors who have 
backgrounds in these specific skill ar­
eas can best provide the expertise you 
need and will attract the most quali­
fied professional temporaries. 

The conversion must start at the 
top. Whether it begins "'ith top cor­
porate management, top line 
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management or both simultaneously, 
nothing down the ranks will change 
attitudes wUess top management 
supportS the idea. 

Here's an example of the \cind of 
effort and perseverance that may be 
needed to make convertS from the 
sleeptics: 

AJ one of her key tas\cs for the 
upcoming quarter, the HR manager 

. of a fast-growing, S200 million con­
sumer products company proposed 
that she review all departments to 
determine the efficiency mix between 
permanent and temporary pro­
fessionals (excluding manufac­
curing). Top management rejected 
the idea, saying that it wan't a good 
use of her time. 

Undaunted, she continued to 
gather information informally from 
line departments about projects that 
were or weren't moving ahead on 
schedule. At the end of the quarter, 
she found the results of her informal 
audit so compelling that she had to 
report it to senior management. 

Her rough analysis uncovered 
almost $400,000 in lost income or 
added expense for the quarter. This 
was the result of income-producing 
marleeting and distribution plans that 
fell behind schedule and expense-
saving inventory and collections 
tracking technology that also missed 
de3dlin~. 

She was given only one key task 
for the next quarter. To work with 
each line and corporate manager to 
determine how supplemental tem~ 
porary professional staffing could 
better match slci1ls to objectives, 
which would keep the company mov­
ing toward goals on schedule. 

That was three years ago. Today, 
the company allocates approximately 
15% of its nonindustrial compensa­
tion budget to temporary workers. It 
also has a comprehensive process to 
.educate all employees on how to plan 
for, select and work with these 
people. 

PERSONNELjOlJ'RNAL I c:croeER 1990 

I Orientation sessions for new 
management-level people include a 

! segment on flexible staffing, how to
I identify situations in which it might 

be appropriate and procedures for
I iflitiaring use of temporary pro­
. fessionals.
I Quarterly senior management
I education sessions that previously
I centered on recruiting, interviewing 
i and people development have been 
i expanded to include a segment on 
. the current mixture between perma­

nent and temporary staffing. 
In this segment, the HR man­

ager shares informal research she has 
I conducted during the last quarter on 
i other firms' programs and recent case 
I histories \\ithin the company. Then,
i a line manager gives an in-depth . 
i analysis of fle:oble staffing within his 
; or her department during the last 
i quarter and shares any problems and 
; insights as to how better manage
i selection and integration of tem­
: porary employees intO the staffing 
i mix. 
: Middle managers attend quar­
i tedy sessions that teach them how to 
I quickly and effectively integrate tern-Iporary professionals intO the tasle 

environment. including discussions 
of recent experiences. 

Annually, the HR manager can-
ducts an all-day temporary agency 
fair, ';l,'hich is designed to create the 
opportUniry for line management and 
company-approved temporary agen­
cies to meet to address large company 

Nothi.g ;, ..ally 

rtrategic to a company 

unless it hal its own 

lin. it.", in the budg.t, 

problems with strategic temporary 
staffing solutions. All compar:; 
employees who have the authc::cy to 
work with the agencies are reqUired 
to attend. 

.The company also instituted an 
employee education program to e.~­
plain its policy on determining the 
.right mix between permanent and� 
temporary staff.� 

Use of temporary \\'orkers for 
strategic business reasons no\l,· is de~ 
scribed in the company·s empioyee 
policy manual. Policy includes such 
situations as: 

• Hiring for specific skills that 
aren't needed on an ongoing basis 

• Supplementing professional 
staff to give management adequate 
time to prepare and establish new 
strategic initiatives 

• Launching special projects tq 
the staff so permanent staffing needs 
can be determined properly 

• Supplementing accounting� 
staff dUring peale periods. such as� 
year or quarter end closin2s� 

• Designing and U;tegraring 
new computer systems \\ithin each 
depamnent. 

Pamphlets, such as Hou: [0 Help 
OUT Temporary Helprrulus Help Us, 
have been customized for and distrib­
uted to all employees. These booklets 
offer tips on how to make the temp 
feel at home a.''ld get up to speed as 
quickly as poSSible. 

Regarding permanent employ­
ees' attitudes toward their temporary 
counterparts, companies that use 
temporary workers report significant 
changes during the last several years. 
Ten years ago, there was a general 

. attitude that a temp was taking away 
the job ofa permanent employee.. 

Today, prudent use of temporary 
profesSionals tends to instill a con­
fidence in permanent employees that 
they're more insulated from lavoffs 
than they would be if everyone' in the 
company was on permanent status. 
With everyone tr)ing to accomplish 
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more with less people, theyappre. 
date management's undemanding 
that sometimes a few extra hands are 
appreciated. 

BE SURE TIlE TEMP BUDGET i ing and adjustments.
IS INCWDED IN TIlE i The HR manager of a Fcmunt 
OVERALL PLAN� ! 1000 compUter software company 

Nothing's really strategic to a developed the strategic planning and 
company unless it has its own line , budgeting process into a highly reo 
item in the budget. Some companies I fined art He's a member of the se· 
talk about their commitment to using , nior management team that 
temporary employees, but then admit i determines the overall company 
that planning is limited to tapping goals. objectives. strategies and taco 
unused permanent salaries when peo. I ticS for the coming year. He then 
pie leave. Others bury temporary us· 
age by keeping expendicures 'Within 
guidelines of miscellaneous dis· 
cretionary spending. 

Neither approach allows for 
more than reactive, band- aid solu· 
tions to immediate crises. 

Companies that have developed 
a rruly strategic approach to usir.g 
temporary workers have insticuted 
the same kind of budgeting and 
tracking processes that they use for 
other expense planning. 

Each depamnent includes a line 
item for temporary employees that's 
often broken down into several cate· 
gories (e.g., secretarial/clerical, 
accounting, information systems and 
so on). When the annual business 
plan is prepared, the HR manager 
worlcs with each line manager to 
deterrr.i..e :he appropriate r.lix of 
permanent and temporary staffing. 

The temp budget is calculated 
by projecting the number of man· 
hours needed for each project. and 
then multiplied by the hourly rate of 
a person with the appropriate skills 
level to accomplish each task. Expen­
ditures are allocated by mOnth to 
match project deadlines. The result is 
a spread sheet that accurately 
projeCts the pealcs and valleys of 
compensation expendirures that can 
be anticipated throughout the year. 

Just as with Other budget items, 
a computeri.;ed tracking syStem mono 

I itor's e."(pendirures against projec. 
tions. The budget generally is 

i controlled by the line manager, with 
the HR manager playing a consul· .\ 
tative role in its development, track· 

i works indhiduallv with each lineI�manager to plan ~taffing, having the 
benefit of the big picture to help 
guide his recommendations. 

I This HR manager brealcs tem· 
I porary needs ineo four categories tQ 
; help line management pl~ for the' 
i year:
i 1) Buffers, which include tern· 
i porary help to accommodate the nor· 
i mal pealcs and valleys of business. It 
: includes temporary employees of any
i type who 'Will be needed to support 
i seasonal loads in such areas as 
i accounting, manufacturing and order 
! fulfillment. It also includes tra· 

ditional planning for vacations,� 
sabbaticals and pregnancy leaves.� 

2) Critical technical ability. 
This includes people with highly 
speciali:ed skills who'll be needed to 
help pUt neoN mategic initiatives in 
place. This might include aesigning 

it to top managlmlnt to 

s!low thl best way to 

takl chargl of thl 

new workplac.. 

I and installing a sophisticated new:information system or converting to a
Inew tax accounting procedure. . 
I 3) Special projeCt needs. These 

temporary profeSSionals 'Will execute 
special projects. Tne\' might work un· 
del' the critical technical ability peo· 
pIe to put newly designed svstems in 
place and teach per:nanent employ. 
ees how to use them mOH effectivelr 
or perform routine work eo free . 
permanent emplo\'e:s to carry out 

I these projects.
I 4) ConsultantS. These people 

Iwill provide counsel to permanent 
emplovees who'll perrorm a new 

. procedure, such as redesigning the 
employee recruiting system or shift· 
ing distribution channels. 

Approximate!v 15% of the an­
nual compensation budget is allo· 

! cated to these temForar.... categories.
IThe temporary budget is calculated 
I on projected man·hours and hourly 
! rates of each [\1'e cr person needed.
I It's budgeted by yea:. quarter and 

mOnth. 
The HR manager also holdsI 

I� monthlv bud!1e~ re\iews to track 
. e.'Cpenditures-against projections and 

to re·forecast, based on alterations in 
sales forecaSts and changing opera· 
tional needs. 

This Fortune 1000 HR manager 
says that senior and line manage· 
ment is highl.,. supportive of maximi:­
liig temp use. "'~'e run as lean as we 
can. because no one here wants la..·• 
offs," he says. "There's a tacit agr~e­
ment that you have to know for sure 
that you really "''ant a full· time em· 
ployee before you hire." 

Such sensitivit\· to hiring full. 
time staff is even higher at a large 
nonprofit health care insurer. This 
organi:3tion underv..ent a major lay. 
off last year and has no desire to re­
peat the experience. 

Additional compensation 
allocations to the annual budget now 
run more than jO% tempor3!1·. 
According to the HR manager. "Peo­

PE?SONNEljOlJR)V.L I c::cD2B 15'l'O 
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pie don'r request additional perma· 
nent staff unless there's a critical 
nl'ed. We also look to replace perma­

" nent people who leave with tem­
porary positions whenever possible. 
Our emplo~es really respect that," 
she adds. "There's just tOO much un­
certainty out there." 

Because claims processing is 
primarily automated, the organiza­
tion makes heavy use of temporary 
order processors who are skilled in 
working with the insurer's computer 
and software platforms. Because the 
firm continually looks for more ef­
ficient use of t~hnology to reduce 
operational overhead. it also uses a 
variety of temporary information sys· 
tems people. 

Each department prepares its 
own budget. with temporary services 
as a separate line item. which is then 
reviewed with the HR manager. She's 
also a member of a special committee 
comprised of five management peo­
ple who review compensation bud· 
gets to determine whether. in her 
words, there might be "a bener way 
to accomplish the specific objective." 

The committee examines alter­
natives from a broad perspective that 
goes beyond the tactical mix of 
permanent and temporary employees. 
It also weighs strategies that involve 
such options as increased or en­
hanced automation and outsourcing. 
. The committee's role is to re­
view hiring plans and offer opinions 
co line management. When its opin­
ions differ from line management's 
proposal. the twO parties work to­
gether to arrive at the best final strat­
egy. If an agreement is impossible, 
the committee and line management 
meet with top management, who 
weigh the options and make the final 
decision. 

Once the budget is established. 
tight controls to monitor spending 
are put in place. Even budgeted tem· 
porary positions require an approved 
requisition before the hire is made. 

SPECIALIZED nMPORARlES 

For short-term, lower-level positions, 
an appropriate middle manager's 
signiature is required. Longer-term, 
higher-level positions require the vice 
president of the department's 
signature. 

All requisitions specmcally state 
the temp's hourly rate and the length 
of time he or she "'ill be needed. This 
information then is keyed into a 
computeri:ed rracking ~'stem and 
monitored closely. 

The HR manager notifies the 
appropriate department manager 
each time a requisition is about to 
terminate. According to her, "On the 
day the requisition runs out. they ei­

, ther need another signed r·equisition 
in place, or the temp had better be 
gone." 

The HR manager firmly believes 
that this strategic approach to greater 
use of professional temporary 
employees, coupled with tight con­
trols over procedures, has made the 
entire organization more confident of 
its COntrol over its o....n destiny. 

The profit margin Starts at the 
organi:ation's top. Rome wasn't built 

I in a day (because. in part. of the lack 
i of qualified temporary workers back 

then). The use of temporary pro­
fessionals in some progressive, strate­
gic and sophisticated companies 
have taken five years or more to reach 
their current si~ation. 

Other companies saw the light 
more quickly, because of an event 

,that had major impact on the . 
organization, such as:I • The pain of a major reduction 
in permanent staff 

• A financial audit that un­�
covers millions of dollars in receiv­

, able write-offs because of 
inadequate tracking and collections 
procedures 

• A conversion to a ne....· com­�
puter system that crashes and results� 
in months of reduced company� 
prodUCtivity as problems are found� 
and corrected� 

• A report to shareholders of a� 
quarterly loss versus projected profit,� 
because of an understaned tracking� 
system that allowed inve:ltorv to be­�
c~me out of balance ....ith orders.� 

Today's business emironment� 
presents a minefield of possibilities. ­�
with most of them connected to the� 
proper management of people reo� 
sources. The reasons for integrating� 
flexible. temporary staffing into your� 
organi:ation can be summed up by� 
the following three types of com­�
ments made bv senior manaeement� 
after a mistak~ occurs: ­

• "We should have seen the� 
doo,mrurn coming and been in a po­�
sition to downsi:e through attrition"� 

• "We were penny ....ise and� 
pound foolish. We should have allo­�
cated more resources to that project� 
and not let it siide the Way it did"� 

• "We put people on' the job� 
whv didn't really know how to do it."� 

The bottom line starts at the� 
tOp. In your role as manager of the� 
human resources who ultimately� 
determine the success or failure'of� 
your organi:ation, you owe it to top� 
management to show the best way to� 
take charge of the new workplace. _� 

'Max Messmer's firm, rhrough irs� 
Ac-:ouncemps division, sp~ciaU~es in� 
placement of temporary accounring,� 
bookkeeping, financial. informacion� 
s:sc~ms and banking profmionals.� 
Rtpnnc .. 3152 
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DATA AS OF: 12/5/90 
SOURCE: OMB/FINANCIAL MGT. 

DEPARTMENTAL USE OF EMPLOYMENT ALTERNATIVES (FULL TIME AND CONTINGENCY STAFFING) 

DEPARTMENT (1) FULL TIME *************************************** CONTINGENCY STAFFING ***************************************** 

OVERTIME PART-TIME ~RKERS HOURLY ~RKERS OTHER PROFESSIONAL SERVICES 
(2) (3)(4) (4) (4)(5) (CLERICAL) (FY1990) (6) 

(#FULL TIME PERCENT (FULL-TIME PERCENT PERCENT PERCENT PERCENT (FULL'TIME PERCENT 
PAY CHECKS) OF TOTAL EQUIVALENTS) OF TOTAL NUMBER OF TOTAL NUMBER OF TOTAL· NUMBER OF TOTAL EQUIVALENTS) OF TOTAL 

HUMAN SERVICES 22,922 31.4 1,460.7 37.9 750 62.9 1,264 30.5 76 17.5 21 8.1 
CORRECTIONS/PAROLE 
LAW AND PUBLIC SAFETY 
TREASURY 

10,163 
9,370 
6,075 

13.9 
12.8 
8.3 

1,375.4 
377.8 
39.7 

35.7 
9.8 
1.0 

73 
150 
18 

6.1 
12.6 
1.5 

22 
14 

781 

0.5 
0.3 

18.8 

10 
182 

1 

'2.3 
41.9 
0.2 

15 
45 
20 

5.9 
11.$ 
7.9 

TRANSPORTATION 5,411 7.4 193.7 5.0 3 0.3 59 1.4 1 0.2 
LABOR 3,926 _5.4 9.6 0.2 26 2.2 409 9.9 41 9.4 
ENVIRONMENTAL PROTECTION 3,684 5.0 268.5 7.0 49 4.1 746 18.0 57 22.1 
HEALTH 1,707 2.3 5.0 0.1 29 2.4 8 0.2 3 0.7 4 1.7 
JUDICIARY 1,664 2.3 7.5 0.2 3 0.3 11 0.3 9 3.5 
MILITARY AND VETERANS 1,459 2.0 65.8 1.7 13 1.1 27 0.7 40 9.2 1 0.5 
EDUCATION 
COMMUNITY AFFAIRS 

1,295 
1,074 

1.8 
1.5 

7.6 
2.5 

0.2 
0.1 

14 1.2 14 
649 

0.3 
15.6 

7 1.6 6 
30 

2.2 
11.7 

PUBlI C ADVOCATE 1,046 1.4 4.4 0.1 24 2.0 22 0.5 19 7.4 
LEGISLATURE 538 0.7 16 0.4 
PERSONNel 488 0.7 19.7 0.5 12 1.0 8 0.2 4 1.6 
STATE/OAL 
INSURANCE 

481 
451 

0.7 
0.6 

0.8 
0.2 

0.0 
0.0 

4 0.3 17 
10 

0.4 
0.2 

2 
3 

0.6 
1.2 

COMMERCE 360 0.5 10.3 0.3 17 1.4 54 1.3 8 3.3 
HIGHER EDUCATION 321 0.4 2.0 0.1 5 0.4 2 0.0 5 1.9 
AGRICULTURE 221 0.3 1 0.1 11 0.3 74 17.1 
CHIEF EXECUTIVE 152 0.2 2 0.2 6 0.1 0 0.1 
BANKING 144 0.2 0.2 0.0 0 0.1 
MISC. EXEC. 3 0.0 
INTERDEPARTMENTAL 7 2.5 
TOTAL 72,955 100.0 3,851.4 100.0 1,193 100.0 4,150 100.0 434 100.0 257 100.0 

(1) Includes: all fund sources; employees on leave of absence. EKcludes state colleges. 
(2) May include part·time and Intermittent workers who worked 70 hours during this pay period. 
(3) May include some Intermittent workers. 
(4) Cannot identify total hours worked In order to Identify the number of equivalent full time individuals this represents. 
(5) Includes individuals who are paid on a unit basis (other than ·hours worked) such as per day. session, eKamlnation, meeting, etc.� )I 
(6)� The number of full time equivalents was identified as follows: we divided the dollars spent by the average hourly rate to Identify total hours; 

then we divided the total hours by 1712 the approKimate number of hour worked per year per full time employee '" t1j '" 
Z o 
H 
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DATA AS or: 1/15/91 
SOURCE: COMMISSION ANALYSIS 

COST TO OBTAIN ONE HOUR Of ~RK 

ON REGULAR TIME VERSUS OVERTIME 
HUMAN SERVICES AND CORRECTIONS 

HUMAN SERVICES MODEL CORRECTIONS MODEL 

REGULAR TIME REGULAR TIME REGULAR TIME REGULAR TIME 
ADDITIONAL ADDITIONAL 
EMPLOYEES EMPLOYEES 

Average Salary S15,OOO.00 SI5,OOO.00 $40,000.00 S40,OOO.00 
Required Positions 500.00 589.71 5,270.00 6,342.41 
Total Salary S7,500,OOO.00 $8,845,693.78 S210,800,OOO.00 S253,696,507.18 
Fringe Amount (1) (4) $2,148,750.00 $2,534,291.27 $68,446,760.00 S82,375,255.88 
Total Coop. S9,648,750.00 SI',379,985.05 S279,246,760.00 S336,071, 763.06 
Total Regular Hours In York (2) 836,000.00 $986,000.00 S8,8",440.00 S10,604,514.00 
Cost Per Hour In York Sl1. 54 SI1.54 S31.69 S31.69 

OVERTIME NO OVERTIME OVERTIME NO OVERTIME 

Total OT Hrs. Per Yr. (3) S150,OOO.00 Sl, 793, 074 .00 
Hourly Cost (Salary/260/8Kl.5) S10.82 S28.85 
Total OT Coop. Sl, 746,724.76 S55,680, 120.03 
Fringe=FICA,TDI,~.Coop. SO.83 $2.21 
Cost Per OT Hour Sl1.64 S31.05 

GRAND TOTALS GRAND TOTALS 

Compensation (Regular pay plus any overtime) S11,395,474.76 SI',379,985.05 $334,926,880.03 S336,071 ,763.06 
Hours In,~ork (Regular hours plus aoyovertime) 986,000.00 986,000.00 10,604,514.00 10,604,514.00 

COST PER HOUR Sl1. 56 Sl1. 54 S31.58 S31.69 

(1) PERS . Fringe Percent (2) Days Wkd: 365.00 (3) 6 OT Hours Per Employee (4) Police & Fire Fringe Percent 
Pension 8.01 ~eekends  (104.00) x 50 wks. K N positions Pension 15.81 
Health 
Worker Compo 

12.06 
0.62 

Hoi idays 
Vacation 

(14.00) 
(15.00) 

Health 
~orker  Compo 

11.46 
0.59 

)0 
ttl 
ttl 

TDI 
Unused Sick 

* FICA 
Total Regular 

0.16 
0.15 
7.65 

28.65 

Admin. 
Sick/SLJ/UOP 
Total Days Wkd 
X 8 Hrs. 

0.00) 
(20.00) 
209.00 

1,672.00 

TDI 
Unused Sick 

* fiCA 
Totlil Regular 

0.14 
0.06 
7.65 

35.71 

tzj 
2: 
I::' 
H 
>l 

* Total OT 7.65 * Total OT 7.65 tzj 
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APPENDIX F 

CONTINGENCY STAFFING AI..TERNATIVES 

TOP THREE DEPARTMENTS BY % OF EACH CATEGORY STATE41IDE 

* Full-Time Equivalent (FTE) 

DEP - Environmental Protection 
DHS - Human Services 
DOC - Corrections 
L&PS- Law & Public Safety 
TRE - Treasury 
DCA - Community Affairs 
AGR - Agriculture 
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APPENDIX G 

DETAIL: CORRECTIONS IT 1989 OVERTIME 

TOTALS PER WEEK PER WEEK 
OT HOURS AVG. PER POSe PERCENT 

CONTRA<:!TURAL : 
SHIFT OVERLAP 496,864 9,937.3 1.89 27.7% 
HOLIDAY 323,622 6,472.4 1.23 18.0% 
SUBTOTAL 820,486 16,409.7 3.12 45.8% 

REGULAR: 
SICK/SLI 152,479 3,049.6 0.58 8.5% 
VACANCIES 107,468 2,149.4 0.41 6.0% 
TRAnHNG 98,816 1,976.3 0.38 5.5% 
SUPERVISORS 85,094 1,701.9 0.32 4.7% 
CONSTRUCTION 80,006 1,600.1 0.30 4.5% 
WOP(W/OUT PAY) 78,218 1,564.4 0.30 4.4% 
UNBUDGETED POSTS 49,351 987.0 0.19 2.8% 
OUTSIDE HOSPITALS 43,906 878.1 0.17 2.4% 
SUSPENSION 36,941 738.8 0.14 2.1% 
CONTACT VISITS 32,007 640.1 0.12 1.8% 
MEDICAL TRIPS 23,224 464.5 0.09 1.3% 
TOWERS 7-8-9 (BAYSIDE) 19,264 385.3 0.07 1.1% 
ESCAPE/DISTURBANCE 16,874 337.5 0.06 0.9% 
COURT TRIPS 16,309 326.2 0.06 0.9% 
OTHER 15,724 314.5 0.06 0.9% 
PATROLS (BAYSIDE) 15,232 304.6 0.06 0.8% 
LAW (SS) 13,989 279.8 0.05 0.8% 
MISCELLANEOUS 11 ,472 229.4 0.04 0.6% 
MILITARY LEAVE 10,914 218.3 0.04 0.6% 
LATENESS 10,145 202.9 0.04 0.6% 
SOC? 8,652 173.0 0.03 0.5% 
D/4 UNIT 8,468 169.4 0.03 0.5% 
N.L. 7,674 153.5 0.03 0.4% 
ADUNISTRATION (BAYSIDE) 7,261 145.2 0.03 0.4% 
TRAILORS 1-4 (BAYSIDE) 7,079 141.6 0.03 0.4% 
SEVEN WING (NJS) 6,256 125.1 0.02 0.3% 
REPORT/HEARINGS 3,103 62.1 0.01 0.2% 
MAILROOM 1,903 38.1 0.01 0.1% 
SVCS OTHER AGENCY 1,733 34.7 0.01 o.n. 
Am IN • LEAVE (BAYSIDE) 1,660 33.2 0.01 0.1% 
PERMISSION DAYS 1,366 27.3 0.01 0.1% 

SUBTOTAL - REGULAR 972.588 19.451.8 1M 54.2% 

GRAND TOTAL: 1,793,074 35,861.5 UQ 100.0% 

Data as of: IT 1989 
Source: Departmental Budget 

Documents 
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APPENDIX H 

STAFFING AND WORK ENVIRONMENT ALTERNATIVES:� 

DEFINITIONS & EXAMPLES� 

!\D.JJlSTED HOURS OF OPERATION: This scheduling alternative is a 
change in an agency's hours of daily or shift operations to 
accommodate operational and/or employee needs. 

The total number of hours worked and the annual salary remain the 
same; only the start and ending times change. 

Example: The Department of Transportation changed the starting time 
of its maintenance forces from 7:30 a.m. to 8:00 a.m. to avoid 
morning rush hour traffic. In offices, this alternative is used 
mostly to enable seven hour per day employees to provide an 
aggregate of eight or nine hours per day of telephone coverage. 

AL'fERNATlVE WORKWEEK: This scheduling alternative establishes a 
different workweek. This could be a four day workweek (with longer 
hours), or working different days of the week other than Monday 
through Friday. The total hours worked and annual salary remain the 
same. 

The advantages are that it can: help working parents with 
scheduling problems; reduce sick leave (another day to make 
appointments); and help to reduce traffic congestion. 

The disadvantages are that it can cause problems with the bargaining 
units and coverage problems for supervisors. 

Example: The Department of Transportation has a group of Electrical 
Mechanics who repair broken traffic signals. These individuals 
always worked (on a rotating basis) Saturdays and sometimes Sundays 
because of the emergency nature of and increased volume of this work 
on the weekend. They were paid overtime for this work. In 1989, 
~he Department (because of budget const~aints) changed the workweek 
from Monday-Friday to Tuesday-Saturday. This eliminated paid 
overtime for Saturday because it was within the normal workweek. 
This change, however, is currently in litigation. 

BLANKET POSITIONS FOR TEMPORARY EMPLOYEE SERVICES: Under this 
alternative employees are paid on an hourly basis without benefits. 
They may work at an established rate of pay and the work cannot last 
more than six months (in the aggregate) in a one year period.· 
Employees can be hired on an "as needed" basis. 

Example: This is a desirable employment situation for summer help, 
interns and those who can work only a few hours a week (legal 
assistants, high school and college students). It is used to meet 
peak wnrkloads as follows: Labor, during peak unemployment or 
vacati' times; Transportation, during the summer grass cutting 
season; and Environmental Protection, during seasonal changes 
impacting on the use of state parks. 
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FULL-TIME EMPLOYEE: An employee who works the regular workweek for 
which his/her title is assigned. This is the standard employment 
alternative. 

INTERMITTENT EMPLOYEE: Used for functions that are characterized by 
unpredictable work schedules on a less than year round basis. 
Departments require an intermittent title and a position number for 
each employee. These employees are paid on an hourly basis and earn 
prorated leave and holiday time but do not receive health benefits. 

Non-competitive appointment, after serving a probationary period 
successful, employees receive permanent civil service status. 
Record keeping is more difficult because of adjusted salary 
increases and paperwork. 

Example: The Departments of the Treasury (during tax season) and 
Labor (during peak unemployment or vacation times) use this staffing 
alternative. 

JOB SHARING: An alternative whereby two or more individuals share 
the job functions required of one position. 

The Task Force was unable to obtain any data on the state's use of 
this alternative. It is infrequently used because the current human 
resource and budgeting systems penalize departments for using it, 
i.e., departments are not allowed to split a full-time position 
without it being counted as two full-time people for staffing 
purposes. 

Information from many other states indicate that job sharing has 
been used successfully. Higher job satisfaction results and it has 
been offered in lieu of layoffs. The Council of State Governments 
reports that job sharing works particularly well in jobs with 
significant amounts of daily correspondence and little carry-over 
work. This alternative works for pro£essional jobs, where staff can 
share case load or a weekly shift (eg., nurses). It is also used to 
staff phone hot lines during peak periods. 

The only disadvantage seems to be added administrative costs. 

OVERTIME: Payment to full-time employees at a rate of one and 
one-half their hourly rate for work performed beyond the normal 
workweek (not their normal workday). 

Often this is a useful alternative. It uses experienced personnel 
to address temporary increases in workload or decreases in available 
workers that cannot be addressed during the normal workweek. The 
private sector uses a 5-10% rule of thumb of acceptable overtime 
amounts for indi viduals and operating uni ts. They discourage 
managers from going beyond this amount because of worker fatigue, 
accidents and a disrupted home life. 
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It benefits employees by adding to their normal salary. with two 
income families, however, it's sometimes difficult to encourage 
employees to work overtime. 

Example: Approximately three quarters of the state' s overtime 
occurs in the Departments of Human Services and Corrections. This 
overtime is used for round the clock direct care workers and 
Corrections guards. Approximately one-half of the overtime in the 
Department of Corrections is the result of Union contractual 
provisions. 

PART-TIME EMPLQYEE: An employee whose regular hours of work is less 
than the normal workweek for a particular title. 

Part-time work may be used: 

•� when an employee cannot work full-time; 
•� to retain an employee who is unable to work full-time; 
•� to ease employees back into the workforce after a long 

absence or after maternity or child care leaves. 
•� to prepare employees for retirement, giving them time to 

adj ust to a new "non-working envi ronment" and allowing 
their successor an opportunity to learn on-the-job while 
still having the mentor available for advice; and 

•� when there is a need for less than full-time effort. 

Some� disadvantages are: 

•� part-time employees do not receive medical benefits 
although they receive pensions, etc.; 

•� if a manager wants to establish a new part-time position, 
he/she must use a full-time position; and 

•� managers are reluctant to change the hours or days worked 
once they are set. 

PROFESSIONAL SERVICES: Is the employment of private sector 
personnel or firms. It is used mostly for specialized technical or 
professional services such as engineering, medical, legal or 
clerical. This category is sometimes referred to as contracted 
services. 

SPECIAL PROJECT RATE COMPENSATION: Is an alternative for full-time 
employees to work occasionally in a different job than the employee 
regularly does; the pay rate must be approved by the Commissioner of 
the Department of Personnel. 

There are two types of Special Rate Compensation. One is for NL (no 
limit workweek) employees who cannot receive paid overtime beyond 
the normal workweek. 
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The other is a "functional rate" i.e., based on the rate of pay for 
a full-time employees. The agency pays the rate for the work 
performed, regardless of the employee's current salary. 

Examples: Department of Environmental Protection has established a 
rate for forest fire work. Experienced DEP NL employees are paid 
for working beyond their normal workweek. Another example is the 
Department of Transportation which pays a specific rate for 
emergency snow work. 

TELECOMMUTING: An employment relationship where an employee 
mai~tains 60ntact with the agency via electroni~ equipment and goes 
to the office usually no more than twice a week. This has not been 
used for employees of this state. However, it has been used in 
other states. 

This i.s not a politically popular alternative. Studies indicate 
that it is effective when effective controls exist. Employees enjoy 
the responsibility this alternative affords and typically work 
longer hours than in a traditional environment. It reduces travel 
time, cost and traffic congestion. 

It is ideal for piece work or extensive computer work, or for 
employees recovering from a long term illness or maternity leave. 

Example: Although the state does not use telecommuting as noted 
above, some employees do investigations, provide social services in 
the field, do engineering work through a computer, or spend much of 
their day evaluating the work done by outside vendors. These 
situations could be considered for telecommuting. 

VOLUNTEERS: Used in agencies delivering services to children, the 
incarcerated, the elderly or families of sick or disabled 
individuals. 
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APPENDIX I 

EMPLOYMENT ALTERNATIVES (IT 1991) 

PRESENT STATE USAGE 

CATEGORY COST (000) PERCENTm 
Full-Time Staff 72955 $1,693.9 91.9% 
Part-Time Staff* 597 13.9 0.8% 
Hourlies* 1038 24.1 1.3% 
Per Diem* 109 2.5 0.1% 
Overtime* ---.3.ill 107.9 5.9% 

Total ITE 78550 $1,842.1 100.00% 

* Position and Dollar Amounts are Estimates and Include Fringe Benefits 

INCREASED PART-TIl1E STAFFING 

Current Part-Time/Hourly Staff 1,635 

Percent of Total Workforce 2.1% 

Total Full-Time Employees 72,955 

Proposed Part-Time Percent 4% 

New Part-Time Staffing Level 2,918 

Replaced Full-Time Employees (l, 283) 

PROJECTED SAVINGS 

ESTIMATED TOTAL TOTAL 
SAVINGS . FIE COMPENSATION COSTS 

Full-Time Salary 1,283 $31,500 $40,414,500 
(Including Benefits) 

Part-Time Employee 1,283 $14,000 $17.962.000 
(Salary @ 50% without Benefits) 

Savings ($22.452.500) 

Part-Time Employee 1,283 $17,500 $22.452.500 
(Salary @ 50% with Benefits) 

Savings ($17.962,000) 

All calcualtions are based on FY'91 full-time staffing of 72,955 positions, at 
an average salary of $28,000 and benefits costs of $3,500 for total 
compensation of $31,500 per position. 
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