
Board Council on Responsible Government Spending

presented by

mmeeeettiinngg  tthhee  cchhaalllleennggee::  
saving  taxpayer  dollars  by  

adopting  best  business  practices
phase  iiI



This is the third in a series of reports prepared by the Chamber
of Commerce Southern New Jersey's Board Council on
Responsible Government Spending focusing on potential New
Jersey state government cost reductions. The first report, issued
in May 2005, identified 43 cost control opportunities in the
areas of public employee health benefits, fleet management,
procurement practices, property management, space utiliza-
tion, and information technology compatibility. The second
report, issued in June 2006, presented 34 recommendations in
the areas of state government employee benefits, energy uti-
lization, distribution logistics, and cooperative purchasing.

This series of reports is intended to recommend how private sec-
tor practices can be used to reduce and contain state govern-
ment expenditures and improve operational efficiency. In the
preparation of these reports, we have asked Chamber member
companies to share their best practices that have made them
more competitive by reducing expenses and becoming more
efficient. Our intent is to provide these ideas, developed and
tested in the private sector, to New Jersey's policymakers, which
in turn can assist them in a responsible resolution to our state
government's far too chronic financial problems.

It is our contention that the state government can and must
spend smarter, manage better, operate much more efficiently,
and be considerably more productive. Having examined a
number of state government operations, organizational struc-
tures, compensation policies, personnel management
approaches, and other seminal factors in the conduct of the
public's business, we have concluded that dramatic and fun-
damental improvements are both needed and possible. 

It is in the spirit of cooperation that we offer this report and its
recommendations on one of the largest state government cost
centers: the deployment of the workforce. In particular, we
discuss here the barriers to the efficient use of labor in the
New Jersey state government and advance an agenda of fun-
damental reform of personnel management.

The New Jersey state government's personnel management
system is a costly antique that does not serve the public need
for the efficient deployment of the state government work-
force. It differs markedly from private sector best practices
and is at the root of a host of expensive operational prob-
lems. It is a system that improperly categorizes state govern-
ment employees, fails to provide incentives to spur employee
productivity, prevents the efficient allocation of workers to
meet public needs, stifles employee career development, does
not use contemporary modes of employee recruitment, and
insufficiently invests in employee training to increase effective-
ness. At the heart of these problems is a bizarrely balkanized
job classification system developed and administered by the
New Jersey Department of Personnel (DOP). Governor Jon
Corzine's proposal to eliminate this department, which we
completely support and think is long overdue, is an appropri-
ate moment to reconsider the management of the state gov-
ernment workforce.
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This report also outlines the steps taken by state government
officials to implement the recommendations advanced in our
2005 and 2006 reports. We also highlight the efforts of
Camden County government to control operating expenses,
especially employee benefit costs. We believe the steps
taken by the Camden County Board of Chosen Freeholders
to control and stabilize taxes represent what can be done
when government partners with its employees to reduce
expenses, while maintaining and enhancing services to its
residents. 

We look forward to continuing our dialogue with state offi-
cials, both appointed and elected, to further our shared
agenda of reducing state spending by utilizing practices that
can make our government more efficient. 

METHODOLOGY
Research for the preparation of this report was conduct-
ed over a period of 18 months, focusing on the person-
nel management practices of the New Jersey state gov-
ernment, Chamber of Commerce Southern New Jersey
member companies, the Camden County government,
and several institutions of higher education. We greatly
appreciate the input of dozens of experts from both the
public and the private sectors who provided us with infor-
mation and perspectives which were invaluable in the
preparation of this report.

We studied public documents, contract documents, web-
sites and survey information in our examination of state
government personnel practices and administration. We
also interviewed past and current government officials and
participants in the state government personnel system. 

We are deeply indebted to many of our member compa-
nies for participating in our survey research on private
sector best practices, for providing access to their person-
nel specialists, and for assisting in so many ways in our
understanding of how their employees are hired, evaluat-
ed, promoted, compensated, managed, and--if needed--
disciplined. We conducted interviews, held roundtable
discussions, reviewed processes and documents, and met
with senior management of several firms to develop our
understanding of how leading companies approach
human resources issues.

This report is the product of that extensive research, and
we are certain that there are many ways in which state
government adoption of private sector best practices
would greatly benefit the public interest. Clearly, person-
nel management is one of them. We look forward to
working with our state's policymakers and engaging the
public in a dialogue on this important and growing item
in state government spending.
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In 2004, the Camden County Board of Chosen
Freeholders undertook its most comprehensive review
ever of the operations of county government.  The
Freeholder Board was acutely aware of the spiraling
cost of government and the immediate need to get
costs under control. The Freeholders recognized that
their government delivered outstanding services to
their residents; but, their chal-
lenge was to continue those
services while at the same time
dramatically reducing the cost
of government. 

The Freeholders quickly deter-
mined that, because govern-
ment is a "people-intensive busi-
ness," and because personnel
costs were growing at an unsus-
tainable rate, property taxes
could be lowered only if per-
sonnel costs could be reduced.

In projecting costs three years
into the future, the Freeholders realized that the county
budget simply could not sustain the growing pension,
benefits and salary costs of the 4,800 employees on
the payroll of the county and its affiliated agencies,
including the college, the library system, the Board of
Social Services, the Health Services Center and other
agencies. The Freeholders' concern was for property

taxpayers who could not continue to absorb increases
in their county taxes on top of large annual municipal
and school tax increases. For many families in the
county, increases in property taxes were becoming a
burden they could no longer afford. The Freeholders
recognized that taking no action to reduce employee-
related costs today would inevitably result in massive

layoffs in a few years. Neither
the Freeholders nor the county
employees wanted that to hap-
pen. So, the county government
embarked on an effort to intro-
duce technology and other effi-
ciencies to deliver high quality
services with fewer employees.

The Freeholders also recog-
nized that any successful effort
to reduce personnel costs
would need to be accom-
plished in concert with employ-
ees and union representatives.
They committed to a partner-

ship with employees, the cornerstone of which was an
open communication plan. This plan was to educate
managers and rank and file workers on the conse-
quences of not getting this spending under control
immediately. In January 2005, the county government
instituted a "separation plan" for those employees with
15 or more years of service who wished to leave coun-
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“...because personnel costs were

growing at an unsustainable rate,

property taxes could be lowered only

if personnel costs could be reduced.”



ty employment. The understanding was that the county
would not replace the employees who left, thereby
reducing the workforce through attrition. The voluntary
plan reduced the workforce by 190 employees, many
of whom were in management positions.

From there, the Freeholder Board committed to a disci-
plined plan taking advantage of natural employee attri-
tion. Through retirement and other factors, up to 100
employees leave county service every year. Now,
every vacated position is carefully evaluated, and only
those deemed absolutely essential are filled, and nearly
all of those are filled from within the current workforce.

This policy of  promoting from within generated the
start of a culture change among county workers who
now see that, while reducing the workforce does
indeed require that everyone work smarter, it also
means increased opportunities for upward career
mobility within the county government. Because of this
disciplined approach to budget and personnel,
Camden County government  reduced its workforce by
653 employees between 2004 and 2007 - almost
14% of its total workforce -
without layoffs. The county
payroll has shrunk from $111
million in 2005 to $100 mil-
lion in 2007. 

In reviewing overall employee
costs, the Freeholders recog-
nized that approximately 45%
of employee-related costs
were associated with benefits,
including health insurance,
pension contributions, FICA,
social security, unemployment
insurance and workers' com-
pensation insurance. Legislative changes also added
significantly to employee-related costs for all govern-
ment employees in the state retirement system, including
changing the state pension retirement age from 60 to
55, which immediately increased pension costs by 9%.

In order to reduce these employee-related costs, county
government leaders worked closely with union leaders
to build an understanding of the consequences of not
getting these employee costs under control. By bringing
employee-related costs under control, county employ-
ees could look forward to increased job security, as
layoffs would not be necessary to balance the budget.

The realities of the situation were not lost on the union
leaders. As a result, the county has already negotiated
with several of its unions to eliminate sick time "buy-
back" for current and future employees, saving the

government and taxpayers up to $23,000 per employ-
ee. Sick time buyback has already been eliminated for
management employees. 

Employees also started to contribute toward the cost of
health care premiums. These concessions were impor-
tant steps in the County's ability to continue to offer
remaining employees reasonable salary increases and
reasonable fringe benefits. 

Reviewing the county's operations and procedures was
also integral to its efforts to reduce expenses. By consoli-
dating rental properties, Camden County has saved tax-
payers approximately $650,000 per year. Significant
dollars have also been saved through the consolidation
of phone systems, information technology, payroll, pur-
chasing, and personnel offices within the county govern-
ment. The Freeholder Board also took proactive steps to
invest in technology that would help current employees
streamline their operations and increase efficiency. This
effort was made with the clear objective to give the
employees the tools they needed to get the job done.
The county even utilized an online reverse auction to

secure energy services at
reduced rates.

Camden County's efforts have
proven to be extremely suc-
cessful. The Freeholders con-
tinue to seek workforce reduc-
tions through attrition and
paying close attention to fill-
ing from within only those
"front line" positions absolute-
ly necessary for the delivery
of quality services to the pub-
lic. Further, in 2007, the coun-
ty reduced its tax rate by 10

cents/$100, and reduced by $5 million the amount of
taxes it collected from residents. The goal of producing
similar results in future budgets, however, remains a
daily challenge.

The Camden County Board of Chosen Freeholders has
shown that government can cost less. But, employees
must be engaged in the process and understand that
they, too, have a stake in efforts to reduce expenses.
The county achieved its results by putting the interests
of taxpayers first, partnering with employees and
unions, investing in employee education, promoting
culture change, and exerting strong, courageous lead-
ership necessary to reach its goal of reducing the cost
of government. Through these efforts, the Camden
County Board of Chosen Freeholders and their
employees are truly "Making It Better, Together" for
taxpayers in Camden County. 

“...the county government embarked on

an effort to introduce technology and

other efficiencies to deliver high quality

services with fewer employees.”
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