FY 2016 Recommended Budget
Budget Question
Board Question #: 4
BUDGET QUESTIONS:
Please provide statistical data to substantiate the following workforce issues that were noted
during the FY 2016 Pre-budget work session:
HR is beginning to see trends that are concerning, including:
• Turnover of key high performing/high potential employees
• Attrition in key service positions, like firefighter/medics and family service workers (social
workers)
• Difficulty recruiting candidates with desired skills and proven experience, (ie. IT, FREM,
DSS) while also maintaining internal equity due to frozen salaries
• Employee dissatisfaction with promotional opportunities which is evidenced by declining
interest and attendance in training/learning opportunities
• Increased workloads with limited new positions
RESPONSE:
Please see attached documents:
•
•
•
•

The State of Our Human Resources
Spreadsheet of DSS Caseloads and Applications
“Federal Workers’ Morale is at Lowest Point in Years”- Washington Post article
IMPA-HR 2014 Employee Engagement Executive Summary
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Introduction
“Federal workers’ morale is at lowest point in years” according to an article published by the
Washington Post on December 9, 2014. The article, based on surveys conducted by the
partnership for Public Service, described how 57 out of 100 federal workers reported being
engaged, versus 72 out of 100 in the private sector. As one might suspect, the low levels of
engagement were attributed heavily to declines in recognition and reward.
Similar to federal employees, a decline in employee engagement has been noted through
informal meetings and exit interviews in our County. Many employees report feeling stuck with
no career opportunities. Others feel that their extra efforts are not recognized and
appreciated. And some share frustration with a culture they describe as fragmented by siloes
and in need of greater collaboration. Yet, all report a commitment to serve our community and
a strong desire to make a difference.
In the paragraphs to follow, you will note indications of low engagement. These represent
opportunities for us to improve employee engagement by enhancing the culture through
learning, providing clear opportunities for career growth and utilizing effective means of
recognition.
Turnover of key high performing/high potential (HP/HP) employees:
High performing/high potential employees are those that consistently perform above established
standards and demonstrate the competencies and aptitude essential to advance into middle or
senior level positions within the County. This is a small group of in-demand employees that
represent our future unit, division and department heads.
Many exiting HP/HP employees report that they have opted to take positions at other localities for
increased salary and career advancement opportunities.
Department
County Attorney’s Office
Finance
FREM
DSS
Community Development
Total

CY 2013
1
0
0
1
1
3

CY 2014
0
1
1
1
1
4

These numbers are modest; however, I’d urge you to consider the cost of turnover. The
recruitment cost for one specialty skill position or managerial position is upward of $4,000 and does
not take into account the cost to train the new incumbent, along with the loss of institutional
knowledge and historic perspective that is hard to measure, yet essential to operational efficiency
and optimal service to citizens.
Attrition in key positions, such as firefighter/medics and family service workers:
Unlike some departments that can choose to contain the scope of their services or programs, public
safety and the Department of Social Services must meet service demands, regardless of staffing
levels.
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As the community grows and the needs for services expand, our capacity to meet these needs is
reduced. Staff turnover increases our risk of inadequate service and non-compliance with State and
agency standards.
Below is a snapshot of our turnover* in the Department of Social Services and Fire, Rescue and
Emergency Management. The level of service we provide, despite our turnover is a testament to
the proficiency and dedication of our staff.
2013 DSS
Count
Rate
9
12%

2014 DSS
Count Rate
8
12%

2013 FREM
Count Rate
14
8%

2014 FREM
Count
Rate
17
10%

*Turnover of regular, full-time staff only
Difficulty hiring candidates with desired skills and proven experience:
As a recruitment standard, it should take 90 days or less to fill a position vacancy. Vacancies longer
than 90 days often result in a negative impact to service and excessive use of costly overtime.
Currently, it takes an average of 101 days to fill a skilled labor position. In some cases, it takes
significantly longer due to market demand on these positions, and our entry level salary and
benefits. Occasionally, we hire above the entry level salary. This can create a challenge due to the
limited salary growth for existing staff since 2009 and the desire to maintain internal equity.
Below are some examples of positions that require specialized skills and have been challenging to
fill (as of December 12, 1014):
Position Title
Planner
Asst. County Attorney
FF/Medic
Senior Planner
Accounting Manager
Family Services Worker
Deputy County Attorney
Eligibility Supervisor
Procurement Manager
Senior Eligibility Worker
Telecommunications Specialist
Budget Analyst III
Family Services Supervisor

Days to Fill
194
183
175
161
115
107
93
65
55
45
40
39 (2nd Ad)
37

Filled/Unfilled
Filled
Currently Not Filled
Filled as FF
Filled
Filled
Currently Not Filled
Filled
Currently Not Filled
Filled
Filled Internally
Filled
Currently Not Filled
Currently Not Filled

Employee dissatisfaction with promotional opportunities, evidenced by declining interest and
participation in training/learning opportunities:
In 2009, the HR department established a formal training program. This program was comprised of
open access workshops, available to all County employees. Topics ranged from hard skills, such as
user training on MS Office software to soft skills such as strategic planning.
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As the chart below illustrates, we have seen low levels of participation, with an increase in 2014
credited to department mandated MS Office software training.
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When taking into consideration our employee count, the availability of on-site training and the
noted training needs listed on performance evaluations, our training participation level is very low.
Anecdotal feedback received by current and former employees suggests that when an employee
perceives little need for development within position or to further advance, there is little interest in
expending effort to train or learn beyond the scope of day-to-day responsibilities.
Increased workload with limited new positions.
Without data that has been measured and provided by each County department, it is difficult to
quantify this statement. However, there are instances when this has been measured. An example
of this exists within the Eligibility Unit in the Department of Social Services (see attached
document).
This may be an area worth exploring to get a true picture of the current workforce and future
staffing needs.
Closing Comments
Overall, our staff continues to produce quality services and we have some opportunities to enhance
employee engagement through recognition and development. The HR staff is committed to
implementing best-in-class strategies that will yield maximum ROI at the lowest cost to the County.
Toward that end, we are researching pay-for-performance plans for possible implementation. We
also are considering the expansion of web-based training for easy accessibility and decreased cost,
along with the reallocation of training funds to support the offering of tuition reimbursement.
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2009 - 2014 Department of Social Services Statistics

FY 2008

FY 2009

FY 2010

FY 2011

FY 2012

FY 2013

FY 2014

FY 2015 (11/2014) W/New Wkrs

Caseloads
Medicaid

4,343

SNAP

2,793

4,924
13%
3,295
18%

5,529
12%
3833.5
16%

6,032
9%
4,372
14%

6,203
3%
4,834
11%

6,760
9%
5,034
4%

6,869
2%
5,071
1%

16.8

16.8
0%
557.3

16.8
0%
619.3

18.8
12%
587.1

18.8
0%
627.3

18.8
0%
635.1

# of Maintenance Eligibiity Workers FTEs
Cases per FTE

(1)

489.2

FY 2008

FY 2009

FY 2010

FY 2011

FY 2012

FY 2013

FY 2014

7,498

7,498

4,649

4,649

18.8

19.8

646.1

613.5

FY 2015 (11/2014)

Applications
Medicaid

2,434

2,793

3,739

3,628

4,250

4,530

4,945

SNAP

2,434

2,793

3,739

3,628

4,250

4,530

4,709

Total SNAP/Medicaid (1)
# of Intake Workers

4,868

5,586
11

7,478
11

7,256
11

8,500
11

9,060
11

9,654
11

3,205
11

508

680

660

773

824

878

291

Applications Per Worker (1)
(1)

Numbers do not include TANF cases or applications.

Public Assistance Clients Served by State Fiscal
Year

(1)

9,615
12

2009
2010
2011
2012
2013

Unique count of assistance recipients.

Number of Clients
SNAP
12,903
15,463
17,402
18,439
19,070

TANF
1,898
2,280
2,468
2,343
2,149

Medicaid
13,315
14,447
15,933
16,451
17,598

Child Welfare Recipients
Children in CPS referrals
Children in foster care (PIT)
Receiving adoption assistance

2010
1,394
170
33

2011
1,284
168
45

2012
1,481
95
72

Adult Protective Services Reports

2010
116

2011
131

2012
140

Any Benefit
Program (1)
17,964
20,138
22,280
23,180
24,235

2013
1,522
78 PIT= Point in Time count, generally taken in May. Does not reflect the number
77 of children who were in Foster Care during the year.
2013
64
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Executive Summary

Employee Engagement

The 2012 and 2014 Employee Engagement Surveys are the only
surveys ever conducted of US state and local government public sector
employees dealing with employee engagement. While the economy on
the surface appears to be growing in 2014, we are now living in the era
of sequestration, with Federal government budgets tightening, even
impacting the purse strings of state and local governments. And as a
result, employees are doing more with fewer resources. This employee
engagement study shows that despite fewer financial and personnel
resources, employee engagement can still be enhanced by human
resources working with management on some key areas.

Currently, there is no consistent definition of engagement, with
engagement having been measured in many disparate ways.

The 2014 emailed online survey was conducted among 21 state and
local government organizations, with 1,988 state and local government
employees responding.

The Discretionary Effort Model
“Want-To-Do” Curve

Performance

Through IPMA-HR’s continued research on employee engagement,
we learn how economics, management style, emotional elements,
working environment, communications, working relationships and
pay and benefits all impact employee engagement. At this juncture,
47% of state and local government employees are fully engaged
in their jobs.

One definition discussed in an article in Forbes Magazine, is the
emotional commitment the employee has to the organization and
its goals. Employee Engagement is defined as a measurement of
an employee’s emotional commitment to an organization and the
amount of discretionary effort an employee expends on behalf of
the organization. Emotional commitment means employees actually
care about their work and their company. They don’t work just for a
paycheck. When employees are engaged they use discretionary effort.
Their effort extends beyond what they “have to do” to what they “want
to do”. (See Figure1)

Engaged

Discretionary Effort

“Have-To-Do” Curve
Minimum Requirements

Over Time...
Source: Aubrey Daniels International

Satisfied
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Key Drivers of Employee Engagement

Ways to Improve Engagement

The key drivers of employee engagement are those attributes that most
explain why employees gave the ratings they gave to the question: “I’m
fully engaged in my job.” This means that how employees perceive
these aspects of their work directly influences (or impacts) the degree to
which they feel engaged.

Addressing the threats and weaknesses to satisfaction and likelihood to
recommend their employee to a friend or colleague is critical to improving
engagement and the drivers of satisfaction provide a roadmap.

The key drivers of engagement are:
I feel a sense of accomplishment in my job
I am focused on serving the public with integrity
I feel I can make a difference by working here

Weaknesses are “adequate compensation”, “proper distribution
of workload”, “knowing where the organization is headed”, and
having “opportunities for career and professional development”.

I have clearly defined goals and objectives
I am proud to work here
I feel valued here

Career Development: And Future
Public Sector Leaders

Drivers of Engagement: Performance
I feel a sense of
accomplishment in my job
I’m focused on serving
the public with integrity

39%

I feel I can make a
difference by working here

41%

I have clearly defined
goals and objectives

77%

24%

0%

35%

28%
20%

40%

96%

75%
Strongly Agree

59%
29%

29%

75%
19%

34%

48%

I’m proud to work here
I feel valued here

36%

Somewhat Agree

77%

57%
60%

Major threats are “receiving recognition” for the level of effort
given at work and “feeling valued in their jobs. The public sector
should implement practices for making employees feel valued
and giving them recognition such as conducting ongoing reviews,
providing not only annual recognition and awards but also on
demand to recognize excellence in the workplace.

80%

100%

Career development deserves special immediate attention
since employees with 6-20 years of tenure are the least satisfied
with career development and the least likely to believe that
their organizations have strategies in place to maximize career
development at all levels.
These employees are most likely to take the helm once the “silver
tsunami” of retirees strikes the public sector.
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If you would like to learn how your organization compares to 		
the benchmark (21 organizations surveyed), please contact 		
Neil Reichenberg at nreichenberg@ipma-hr.org.
Ability to compare yourself to other organizations:
IPMA-HR has the capability to survey your individual organization
comparing it to the benchmark group (21 other organizations) on
measures of employee engagement. These measures were tested
via initial qualitative research, thus adding additional credibility to
the survey instrument.
What you will receive: IPMA-HR can issue your organization a
10-12 page PowerPoint report comparing your organization on key
measures of employee engagement, tables on every question and
verbatim responses to open-ended questions.
Value: The real value of these reports is that you can compare
yourself to other organizations like you, something that you 		
would not be able to accomplish at a reasonable cost on 		
your own. The cost for members is $3,500, while the cost 		
for non-members is $5,000.

Find Out How Your
Organization Stacks Up
On Employee Engagement
Measures Compared to
21 Other Organizations
Just Like You!

