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DATE: December 1, 2009

TO: Chair and Members of Budget Committee
Meeting Date: December 7, 2009

FROM: Brenda R. Breault, CMA, MBA
Commissioner of Corporate Services and Treasurer

SUBJECT: Service Level Impact of Labour Gapping

RECOMMENDATION: That the report dated December 1, 2009 from the Commissioner of
Corporate Services and Treasurer entitled Service Level Impact of
Labour Gapping, be received for information.

BACKGROUND: At the meeting on September 23, 2009, Budget Committee requested a
report on the service impacts of labour gapping or savings. The 2009
Budget includes a labour gapping target of $5.0 million.

COMMENTS: The City’s 2009 Labour Budget is approximately $366.6 million or

approximately 69% of the City’s total operating budget. Of this
amount, $7.8 million is recovered from capital projects. The
Departmental labour budget allocations are shown in the following
chart.
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2009 Labour Budget By Department
Total $367 million (including Chargebacks)

Transportation and
Works 35%

Non Departmental
0%

Planning and City Managers 1%

Building 5% £

Corporate Services \
14%

Council 1%

Community
Services 44%

The City has 4,888 Full Time Equivalents positions (FTE’s) which are
required to deliver services to the public through the five operating
Departments. Non Departmental labour expenses cover such items as
Workers Compensation, sick leave payments and early retirement
benefits. As there are no staff associated with Non Departmental, it
will be excluded from any further analysis dealing with labour
gapping. Also, labour costs and FTE’s associated with Council have
also been excluded.

Included in the 2009 Budget, and also in the proposed 2010 Budget, is
a labour gapping target of $5.0 million. This amount is to be achieved
through normal staff turnover and position vacancies.

Based on the September 2009 year end forecast, 2009 labour savings
are estimated at $6.8 million exceeding the target of $5.0 million.
Some of the labour savings relate to positions that are being held
vacant as they are being eliminated as part of 2010 Budget. Also,
while labour gapping has exceeded target, some of these savings are
offsetting revenue shortfalls. Therefore the additional gapping does
not result in a net savings to the City.
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The following table provides a summary of Departmental labour
gapping relative to the Departmental labour budget and FTE count.

Department Labour Budget | Total Full Time | Labour
' . (000’s) Equivalents | Gapping

e ' (FTE’s) ($000’s)

City Managers Office $4,638.6 46.8 $133

Community Services $157,834.9 2,183.5 $1,965

(excludes capital recoveries)

Corporate Services $50,782.5 634.0 $2,000

Planning and Building $18,247,4 206.5 $930

Transportation and Works $130,121.0 1,778.2 $1,775

(excluding capital recoveries

Non Departmental $4,163,000 0 N/A

Mayor & Council $3,325.6 39.2 N/A

Total - $369,113 4,888 | $6,805

Appendix 1 provides a summary of labour gapping by division with

the associated service impacts.

Backfilling staff, using resources from a temporary agency, reduced
vacation time and requesting staff to work overtime are basic
strategies to cope with vacancies while maintaining service levels.
Based on a comparison of paid overtime as of the end of November,
overtime has increased by 4.7% in 2009 when compared to the same
time in 2008. Deferred vacation time results in a future liability.

Divisions associated with direct public services are often required to
backfill with temporary labour in order to maintain service to the
public. Transit operators must drive buses; life guards are needed to
teach children to swim and fire fighters are required to respond to 911
calls. Therefore the temporary backfilling of vacancies minimizes the
labour gapping savings as well as service disruptions. In some
revenue supported services such as recreation programs and Planning
& Building applications, gapping is used to offset revenue reductions.
The gapping is possible as service demand has declined.
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FINANCIAL IMPACT:

CONCLUSION:

ATTACHMENTS:

For Divisions which are dominated by professional staff, some labour
gapping is a normal function of staff turnover. Many positions are
relatively unique across the City with little or no part time staff easily
able to step in and fill any gaps created by vacancies. As such, some
labour gapping occurs naturally. In addition to this normal gapping,
these departments, in order to meet the labour gapping targets, have
left positions vacant for longer periods of time. As a result,
departments are required to reprioritize workload and delay and defer
planned initiatives. Corporate support service areas provide essential
support services to the front-line services and the City as a whole; for
example, purchasing, facilities, maintenance, legal advice, financial
reporting and information technology services. Vacancies in these
areas therefore can result in some delays in the projects and initiatives
of the front line service areas, as well as delays in the implementation
of many corporate initiatives.

Projected, labour gapping as of September 30, 2009, is approximately
$6.8 million or 1.8% relative to the City’s 2009 Departmental Labour
Budget of $369.1 million.

The budgeted target for 2009 is $5 million.

The impact of labour gapping on each service varies based on the
nature and the ability or need to easily replace vacant staff positions.
These impacts are noted in Appendix 1 by department.

Divisions providing service directly to the public have more flexibility
in acquiring appropriate staff in order to deliver programs in a safe
environment. This can be contrasted with Divisions where positions
are relatively unique across the City and can not be easily backfilled.

Appendix 1: Divisional Service Impact of Labour Gapping

Fncly A vctnd s

Brenda R. Breault, CMA, MBA
Commissioner of Corporate Services and Treasurer

Prepared By: Donna Herridge
Manager, Financial Planning and Policy
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