
Recommended Procedures to achieve Consolidation Commission staffing goals prepared by the Personnel Sub-Committee and amended May 10, 2012
Objectives:

It is important that any Reduction in Force ("RIF") necessitated by the consolidation be

properly designed and implemented such that it:

1) 
be completed in a timely manner;

2) 
achieves the reduction targets and cost savings;

3)
supports affected employees;

4) results in the selection of the best employees;

5) takes into consideration a desire for a balance between Borough and Township employees and

6) 
is explainable and defensible so as to avoid litigation, negative publicity, and poor employee morale.

RIF Implementation Checklist

Process Steps

1. Develop an organization chart consistent, to the extent appropriate, with the staffing blueprint in the Consolidation Commission/Shared Services Report (Task Force);

2. Prepare/revise job descriptions and experience/skills requirements for the new and/or consolidated positions (Bob, Kathy, Carol, Department Heads);

3. Prepare RIF rationale documentation identifying the departments/functions that will be subject to the RIF and the positions that will need to be eliminated, created or consolidated. (Bob, Kathy with approval of appropriate committees);

4. Determine facially neutral selection criteria and pool of candidates to determine how selections will be made (subcommittee on process with approval of appropriate committees) and prepare RIF Process Guidelines (Task Force); (see options below)

5. Once potential pool of candidates is determined in 4 above, eligible employees in the pool must express their intent to be considered for one or more positions for which they are eligible to apply and provide an updated resume to the selection committee determined in 6 below; 

6. Determine who will be involved in the selection process (Governing Bodies) and distribute the RIF Process Guidelines developed in 4 above to them; (see options below)

7. Compile the documentation that will be examined by those involved in the selection process, such as organization chart, personnel files, performance evaluations for past 2 years, written discipline records, attendance records, supervisor files regarding performance, and job descriptions (Carol, Sandy, Department Heads);

8. Provide training to those selected in 6 above as to the appropriate criteria, selection process and communication (counsel or HR professional);

Implement process to make selections using the documentation compiled in 7 above and prepare a RIF selection matrix for job consolidations in which the skills and abilities of the employees being considered for the position will be ranked and a RIF Selection Rationale Form for each employee selected for RIF. Conduct interviews of candidates (individuals selected in 6 above);

9. Determine what benefits/severance will be offered to the employees selected for termination and the terms of the separation agreement (Personnel Sub-Committee, Task Force and elected officials);

10. Determine if the selections would breach any employment contract or employment law (counsel);

11. Determine how and when decisions will be communicated, taking into consideration the time required for review of the requested release, which in the case of the Older Workers Benefit Protection Act ("OWBPA") (for selected employees who are over 40) can be up to 45 days in a group termination (Task Force with review of counsel);  

12. Prepare appropriate releases for under 40 and over 40 (OWBPA release will require accompanying demographic data) (staff and counsel);

13. Obtain legal review of the process, decisions, and releases to insure decisions were not based on age, disability, gender, race, claims of discrimination, whistleblower, or any other protected class and all Federal and State laws have been complied with (counsel in order to preserve attorney work product confidentiality);

14. Train managers in appropriate communication in anticipation of the RIF and meetings to communicate decisions (counsel or HR professional);

15. Prepare for employee exits (security, computers etc.) (managers);

16. Communicate RIF decisions to affected employees in individual meetings (managers); and communicate decisions to remaining employees and the public. 
Initial decisions to be made regarding #4 above to finalize process:

1)  Pool of candidates for redundant positions

a)  Only current incumbents;

b)  Incumbents and those in “acting” positions;

c)  **Incumbents, those in “acting positions” and those currently in  redundant positions who are eligible for a different redundant position and who have expressed interest pursuant to 5 above;

d)  All interested internal candidates; or

e)  a,b,c,d and external candidates via posting and/or search process.

**The personnel sub-committee has unanimously recommended c.
2) Options for selection criteria (must be facially neutral)

a) **skills and abilities (including experience)

b) **past performance**
c) disciplinary action

d) seniority

e) township or borough employee

f) customer or staff feedback

**The personnel sub-committee has unanimously recommended that the criteria be a and b in order to ensure that the best candidate for the job has been selected, with c, d, and e taken into consideration in that order only if the candidates are equal in a and b.   The sub-committee does not recommend f.
Unanimous Recommendation for #6

Composition of selection committee for senior positions*:

· Up to 3 representatives each from the Township and Borough, named by the governing bodies (these can be governing body members or citizens).
· Administrator (Borough) and acting administrator (Township) – except for selection of Administrator**
In addition, an individual with a professional HR/employment specialization should be selected to facilitate the process for both the selection committee in making selections for senior positions and for the administrators in making non-senior position selection decisions.  The addition of such a facilitator would ensure a smooth, defensible process.
*Governing bodies would need to determine which they consider to be the senior positions, including Administrator.
**The Administrators will make the selections for all non-senior positions – i.e., those positions targeted for reduction according to the Consolidation Commission’s report – using  the same process as that outlined for the selection committee, and these selections must have  governing body approval.
Revised by Thea 5/11/12
� Note that some of these steps may be performed simultaneously, e.g. steps 1,3, 6 and 10






