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STAFFING & BENEFITS IN THE BUDGET PROCESS

In an era of rising costs, workforce shortages, and increased service demands, counties must make strategic decisions about staffing and benefits
within tight budget constraints. Recent SHRM research found that nearly seven in 10 employers continue to experience difficulty recruiting

for full-time positions, reflecting ongoing workforce challenges that also affect county governments. While reducing staffing levels or cutting
benefits may seem cost-effective, doing so without a comprehensive analysis can create long-term financial and service-delivery risks.

Below are key questions and considerations that county administrators and department heads should weigh when evaluating staffing

structures and benefit allocations as part of the annual budget process.

ARE YOU FUNDING WHAT IS MANDATED?

Which departments are statutorily required, and which services are optional? Are optional services disproportionately consuming county general
fund dollars without offsetting revenue or are they only partially funded through outside sources, increasing pressure on county budgets?
Counties should consider the return on investment of optional programs, especially those that reduce long-term costs, generate local benefits,
or bring in external funding. When possible, track how recovered or reimbursed funds are used and whether they can be reinvested to

strengthen internal capacity or reduce future expenses.

ARE YOU RECOVERING ALL COSTS?

Does your department have a legally sound cost allocation system? Are materials, supplies, and
staff time correctly billed to outside agencies or programs? Are reimbursable services being fully
claimed and are those funds tracked for their impact or reinvested in county operations? Cost
recovery systems can generate significant revenue if regularly reviewed and updated, especially
when counties maintain a clear financial trail showing how those funds contribute to long-term
sustainability or are used locally to support other priorities.

ARE BENEFITS BUDGET-ALIGNED?

Have you factored in the real cost of time off, including vacation, sick leave, FMLA, and coverage
during absences? Can benefits be structured to reduce cost exposure while maintaining employee
well-being? Consider modeling both best- and worst-case leave scenarios to understand their
budget impact.

DO HR POLICIES ATTRACT TALENT?

Effective benefit design can help recruit and retain reliable, high-performing employees. On the flip
side, poorly aligned policies may inadvertently encourage turnover, absenteeism, or retention of
underperforming staff. Use workforce data to assess productivity, attendance, and turnover trends.

CANTECHNOLOGY IMPROVE EFFICIENCY?

Which positions are most essential and least flexible during economic downturns? Could any roles
be replaced or supplemented with automation, software, or contracted services? Evaluate both
short- and long-term costs and risks associated with reducing institutional knowledge.

WHAT ARE THE IMPACTS OF STAFFING CUTS?

Before reducing personnel, assess the downstream impact. Will staffing cuts increase demand for
emergency aid programs, such as food assistance or senior services? Will reductions in one
department shift service burdens and costs to another?
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WHAT THIS MEANS
FOR COUNTIES

Restructuring staffing and benefit
costs can be a powerful part of a

sustainable budget strategy, but it
requires more than across-the-board
cuts or stopgap measures. It calls for

a holistic, informed approach that
integrates legal mandates, operational
priorities, workforce trends, and fiscal
responsibility.

CTSl encourages counties to approach
personnel and benefit budgeting as
an ongoing, strategic process, one
that supports both fiscal health

and service excellence. For support

in analyzing personnel budgets or
cost allocation systems, contact CTSI
at 303.861.0507.
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