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INTRODUCTION

At different times in the life of an
organization, business leaders find
themselves in the position of having
to reduce their workforce. While
saving money is the typical reason
for this need, there are many other
more positive business strategies de-
signed to enhance profits or im-
prove services or products that
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could be behind a reduction. When
it comes to reducing the workforce,
organizations have typically used
the approach of an involuntary re-
duction-in-force. This approach,
however, brings about a host of
concerns, including reduction in
productivity, poor employee mo-
rale, and the threat of lawsuits.

In the current business environ-
ment, we need to be smarter and
look for solutions that minimize
risks and support business initia-
tives. When thinking about reduc-
ing staff, we should begin to turn
toward an approach that would
support not just the organization
but also its employees. One such
approach is the use of voluntary
programs. While they may not
work in all circumstances that war-
rant a reduction in staff, there are
many circumstances in which they
could be very successful.

A voluntary program takes time
to develop and while it may in-
volve a lengthier process than in-
voluntary programs, it has some
distinct advantages. Employees
who voluntarily leave employ-
ment are less likely to raise claims;
and, if the program is structured

properly, individuals are required
to sign a release of claims that
would protect the organization
from litigation. This approach may
also reduce or eliminate the need
for involuntary layoffs, which
would help support positive em-
ployee morale. Overall, voluntary
programs are a cooperative way for
organizations to achieve their goals
and objectives while supporting
those employees who desire to
move into retirement, giving em-
ployees a feeling of control over
their futures. The very notion that
employees make well-informed
decisions empowers them to take
responsibility for their futures.
This positions both the employer
and employee in a much less ad-
versarial relationship at the time of
the employees’ departure.

Some organizations will think
beyond traditional layoffs and seek
other innovative ways to reduce
costs. Typically these programs,
such as job sharing, reduction of
hours, furloughing, and wage freez-
es, often do not have the desired fi-
nancial impact that the organization
may require. The disruption and
adverse affects on morale often
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outweigh any positive benefits.
Employers typically shy away from
voluntary programs, such as the
type described in this article because
they view it is a lengthy, difficult
and daunting task. Little guidance is
available in this area, which touches
upon significant business, legal, ac-
tuarial, financial and human re-
sources considerations. As a result,
human resources practitioners typi-
cally do not have a great deal of ex-
perience in this area even though
voluntary programs may be the
most appropriate solution to a vari-
ety of business challenges.

While there are a number of
voluntary programs an organiza-
tion can consider, this article will
focus on one such program, an
Early Retirement Incentive Pro-
gram (ERIP). An ERIP is a care-
fully designed program that pro-
vides incentives geared toward en-
couraging employees who are ap-
proaching or at retirement age to
voluntarily retire earlier than they
might have otherwise. An ERIP
can be used to support a number of
organizational objectives, includ-
ing headcount reduction, replace-
ment of higher salaried employees
with lower salaried employees or
to support plans or programs de-
signed to further the organization’s
goals and missions.

The purpose of this article is to
provide a step-by-step framework
for the development of an ERIP.
We will explore the business and
legal issues that must be considered
when undertaking this type of pro-
gram and we will bring you
through the steps of putting a pro-
gram together including the re-
lease, eligibility, window, incen-
tives, costs and announcement.
While each business is unique, the
guidance that follows should be
suitable for many organizations

and can be modified to suit the
needs of any organization.

CONSIDERATIONS

Business Considerations

When considering whether you
want to take a traditional approach
to reducing headcount by using an
involuntary reduction-in-force or
if a voluntary ERIP will work for
your organization, you should fo-
cus on why the reduction is neces-
sary. Will an ERIP program sup-
port the organization’s immediate
needs as well as long-term goals?
Will it target those individuals or
areas that need to be impacted?
Which individuals will this poten-
tially impact and will this have a
negative impact on business oper-
ations? If so, would an involuntary
which may
rely on lay-oft criteria such as
length of service or rating, be a
better way to go?

reduction-in-force,

To provide an example of a situ-
ation where an ERIP might work
well, let’s consider a large service
provider who upgrades to an auto-
mated telephone answering system.
The new system, which is able to
record and process customer orders
automatically, has reduced the
number of customer service repre-
sentatives needed to answer the bal-
ance of the customer phone calls
that do not require any specialized
knowledge or understanding. After
analyzing the flow and number of
calls, it is determined that head-
count must be reduced. Currently,
the position of customer service
representative is filled by individuals
who have varying years of service, a
broad range of salaries and a num-
ber of individuals who are at or
close to retirement. Additionally, all
representatives are currently rated at
meeting or exceeding their ac-
countabilities and there are a num-
ber of individuals who have been

with the organization for many
years who are being paid the top of
the market for this type of position.

If you took an involuntary re-
approach and
used years of service and/or evalua-
tion rating as your basis, you would
most likely impact the newer em-
ployees who are at the lower end of

duction-in-force

the salary range. If you utilized a
voluntary ERIP to address this,
however, you would be able to of-
fer those individuals who had been
with the organization for an ex-
tended period of time, who are pre-
sumably at the higher end of the
salary scale, the opportunity to re-
tire with incentives. The remaining
employees would be at the lower
end of the salary range and, as spe-
cialized knowledge and under-
standing is not needed to handle the
calls, service would not be impacted
by the loss of the more tenured rep-
resentatives. In the end, you could
achieve your headcount reduction
objectives, retain employees at the
lower-end of the salary scale and re-
ward your longer-service employ-
ees.

Legal Considerations

Whether you use a voluntary or
involuntary approach to a reduc-
tion-in-force, these events come
along with a number of legal con-
siderations. While we will discuss
some of those on the federal level,
it is prudent to look at any addi-
tional laws or regulations on a state
and local level that may be applica-
ble to an organization.

The following are some of the
laws you will want to become fa-
miliar with before you begin to
formalize an ERIP.

Worker Adjustment and Retrain-
ing Notification Act (WARN)—This
Act applies to employers who em-
ploy 100 or more full-time em-
ployees or 100 full or part-time
workers who, in the aggregate,
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work at least 4,000 hours per
week, exclusive of overtime.

If you have a “plant closing” or
“mass layoft” occurring at a single
site of employment, there are a
number of obligations to be aware
of under the WARN Act. One is
the requirement to provide at least
60 calendars days prior written no-
tice of the lay-oft or plant-closing.
This notification must be given to
all non-union employees, represen-
tatives of any unionized employees,
as well as designated state and local
government officials.?

Age Discrimination in Employment
Act (ADEA)—This Act bars em-
ployment discrimination on the
basis of age, and applies to individ-
uals who are age 40 and above.

If an individual is asked to sign a
release, this must be voluntary and
there are a number of factors you
can address so it is viewed as such.
These include:

The Older Worker’s Benefit Pro-
tection Act (OWBPA)—The ADEA
does not prohibit the use of an
ERIP, however, the OWBPA,
which amended ADEA, imposes
requirements on any employment
release that purports to waive age
discrimination claims under the
ADEA. Some of these require-
ments include that the individual
signing the release must receive
something of value to which they
were not already entitled (called
“consideration”), the release be
voluntary and be part of an agree-
ment between the employee and
employer, that the release be in
plain English, state that the em-
ployee is waiving his/her rights
under the ADEA and, in addition,
must be limited to claims or rights
that arose before its execution.
The individual must also be ad-
vised to seek counsel. In the case of
a group termination under an

ERIP, OWBPA requires individ-

uals be given a 45 day period in
which to consider any written
agreement and an additional seven
day revocation period (individual
terminations require only 21 days
to consider, with the same revoca-
tion period). An additional group
requirement is to provide, in writ-
ing, the job titles and ages of all in-
dividuals eligible for the program.’
In other words, ensure the person
has adequate time to make a deci-
sion, give eligible individuals accu-
rate and complete information,
and do not threaten or coerce in-
dividuals into signing the release.

Employee Retirement Income Secu-
rity Act (ERISA)—ERISA governs
employee benefit plans and one of
the characteristics of an ERISA
plan is an ongoing administrative
scheme to pay benefits and, in
general, a severance arrangement
would be considered an ERISA
plan if the arrangement was on-
going. As it is a one time severance
program providing a limited win-
dow for participation in conjunc-
tion with a reduction-in-force, an
ERIP may not be subject to
ERISA depending on all the facts
and circumstances.*

The above are just a few of the
legal considerations to keep in mind
when developing and implement-
ing an ERIP. It is in an organiza-
tion’s interest to seek advice from
an employment and/or benefits at-
torney during the formulation and
announcement of such a program.

STEPS TO DEVELOP AN ERIP

We’ve outlined what an ERIP is,
why it makes good business sense
and provided a brief understanding
of some of the business and legal
considerations. Now, let’s pro-
ceed, step-by-step, through the
implementation.

1. Determining the Eligibility
Group

The eligibility group is the set of
individuals that will be oftered the
opportunity to participate in the
ERIP. When determining eligibil-
ity, consider your business objec-
tives. What are you trying to
achieve? Is there a certain job title,
department or geographic location
that you need to reduce headcount
in? Will only certain classes of em-
ployees be eligible? You may
choose to set a minimum age and/
or minimum number of years of
service to participate. You may of-
fer to all employees or limit to a
subset. This could be done by po-
sition (managers, non-exempt, and
secretaries), departments (account-
ing, production) or geographic lo-
cation (New York, Los Angeles).
Are there particular skill sets of
employees within your organiza-
tion that have become obsolete or
particularly  valuable?
What would be the impact on
your business of the departure of
these employees?

that are

As this is a retirement incentive
program, it is recommended that
you consult your applicable benefit
plan documents, such as pension
and/or health insurance plans, be-
fore you begin looking at this to
see if there is any criteria that may
influence your decision regarding
the eligibility group. If, for exam-
ple, your pension plan has a five-
year vesting provision or stipulates
that a retirement pension cannot
be drawn prior to a certain age,
you may want to incorporate these
requirements into your eligibility.

Once you have reviewed the
applicable plan documents that
will provide you a better view of
the group of individuals you may
consider for eligibility, gather a list
of employees who may meet these
requirements. The number of in-
dividuals you need to reduce head-
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count by and the number of indi-
viduals on the list will help you be-
gin to more narrowly define your
eligibility criteria.

Let’s look at an example of the
process of defining eligibility.
Based on business objectives and
needs, you have determined that
you need to reduce your head-
count by ten within a certain job
title. To begin, develop a list that
provides the names of all individu-
als within this group. Then, based
on what you discovered when re-
viewing applicable plan docu-
ments, begin reducing this list. If,
for example, your pension plan al-
lows those who are at least 60 years
of age and have at least five years of
service to begin collecting their
pension, narrow the list to just
these individuals. Based on the
number of potentially eligible in-
dividuals on the list, you need to
make an educated guess if more or
less than ten of them would accept
the package. If the list has 40 peo-
ple, chances are good that you may
end up with more than ten accept-
ing. If the list has twenty, your
chances are better you may meet,
and not exceed, your target of ten.
If you think more individuals than
you want to reduce will accept,
then you would consider setting
your eligibility at an age and/or
years higher than 60 and five years
of service. Remember, this process
1S not an exact science. You may
get more people than you antici-
pated accepting or you may get
less. If you target your eligibility
correctly, however, you should be
able to minimize the mystery.

Whatever you decide, the crite-
ria should be strictly objective,
support the business objectives set
for the program and make sound
business sense. Additionally, you
need to be careful not to expose

your organization to any legal
claims, including discrimination.

Sample Eligibility Require-
ment: All full-time non-manage-
ment staff members who, on the
date of the announcement, are
classified as Customer Service
Representatives and have at least
five years of service and will be at
least 60 years of age on the Retire-
ment Effective Date.

2. Retirement Effective Date
The Retirement Effective Date is
the date the retirement will be ef-
fective and, typically, will be the
individuals’ last work day. When
determining this date, look at your
business needs and the amount of
time that will be needed to exit in-
dividuals once their acceptance of
the package becomes effective af-
ter the OWPA consideration and
revocation periods. This may be as
little as two weeks but could go as
high as four to six depending on
your internal processes and needs.
It is recommended that the period
of time between the end of the
window and the Retirement Ef-
fective Date be kept as short as
possible. This will help both de-
parting and remaining employees
to stay positive through the tran-
sition and allow you to reach
your business objectives as
quickly as possible.

Sample Retirement Eftective
Date: December 31, 2005

3. Retirement Incentive Window

The Retirement Incentive Win-
dow is the period of time you will
give individuals to consider partic-
ipating in the program. Individuals
should be given a period of time to
decide; and this “window” should
be sufficient enough in length for
them to properly consider the of-
ferings. Generally, the window pe-
riod is finite and begins with the
announcement and ends on a date

decided by the organization.
While the length of this period is
not mandated, it is recommended,
that at a minimum, the guidelines
set forth in the OWBPA be fol-
lowed. As such, a minimum win-
dow of 45 days should be used.

One consideration for the
length of the window is that of
timing, and whether other business
needs and requirements will inter-
fere with or be impacted by the
announcement date and/or subse-
quent Retirement Effective Date.
You may need to confer with oth-
ers within your organization to
more fully explore this.

You must be prepared, on or
before the first day of the window,
to announce the program and pro-
vide eligible individuals with all
the documentation necessary for
consideration. This would include
a written announcement, the re-
lease agreement and other materi-
als, such as projected pension cal-
culations. On the day the window
closes, you should be prepared to
begin the necessary paperwork to
exit those accepting the package
properly.

Sample Retirement Incentive
Window: October 31, 2005 thru
December 16, 2005 (Note this is a
few days greater than 45 so as to al-
low the minimum 45 days we dis-
cussed earlier).

4. Program Offerings

As mentioned earlier, an ERIP
provides an opportunity for the
organization to meets its goals and
objectives by providing employees
an incentive to retire. The pro-
gram will not be successtul, how-
ever, unless it sufficiently moti-
vates an individual to participate.
The incentives must be structured
in a way that attract participants
but are not cost prohibitive to the
organization. The cost of such a
program is an integral part of your
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consideration to move forward
with this type of program and, as
such, we will discuss how to deter-
mine and analyze the costs of an
ERIP in Step 5.

Offerings typically include in-
centives such as severance, contin-
uation of health insurance cover-
age, and pension enhancements.
Although not usual for those look-
ing to retire, ERIP’s may also in-
clude  outplacement
Whatever offerings you decide on,
keep in mind that to be successtul,
the employees must deem them

services.

worthwhile.
a. Pension Plan

Voluntary programs typically pro-
vide pension plan incentives, such
as adding years to an individual’s
age and/or service so as to increase
the value of the individual’s pen-
sion. Some also provide the ability
to collect on a pension prior to
normal retirement age without re-
duction for withdrawals prior to
normal retirement age.

It is recommended that you
work closely with your Plan Ad-
ministrator to determine pension
incentives. Even if you know your
plan, it is important to have your
Administrator involved early in
the process to ensure your plan al-
lows for these types of incentives,
and determine whether the plan
needs to be amended accordingly.
Additionally, the Administrator
will need to perform the actuarial
calculations of the incentives to
determine the cost of the offerings.

Depending on the provisions
of your pension plan, you may
wish to consider one or more of
the following:

Age Credit: Under a typical
pension plan, an individual’s age
may be used to determine the
amount of the benefit at retire-
ment. By adding years to an indi-
vidual’s age, benefits under the

pension plan may increase and/or
an individual may be entitled to
begin collecting under a pension
plan earlier than he/she otherwise
might have been entitled.

Employment Credit: Under a
typical pension plan, an individu-
al’s compensation and/or years of
credited service may be used to de-
termine the amount of the benefit
at retirement and, by adding years
of employment credit, the individ-
ual’s benefits under the pension
plan may increase.

Commonly, age 65 is consid-
ered retirement age,
with some plans providing the
ability to retire early. If an individ-
ual chooses to collect his/her pen-

(13 b2l
normal

sion earlier, there are often actuar-
ial reductions of the benefit level
to account for the early com-
mencement of payments.

Compensation Adjustment: 1f
offering employment credit, you
may want to provide an assumed
compensation increase for each of
these years as, presumably, the indi-
viduals would have continued to
receive increases had they remained
employed. This could be deter-
mined by using the target increase
percentage of your organization,
historical increase percentages for
your organization or historical mar-
ket percentage increases based on
external survey data. If you choose
to offer this, you should identify the
date the increase would be effec-
tive, as this will be needed to
project your program costs as well
as provide more accurate pension
calculations.

When deciding upon pension
enhancements, your Plan Adminis-
trator should provide you with pre-
liminary calculations on a number
of incentive alternatives you are
considering. This will help you de-
cide on the final incentive offerings
by providing you an opportunity to

view the cost differences of these
options. These differences will help
guide you by providing an under-
standing of the cost of the incen-
tive, as well as the value of the of-
fering to the eligible individual.

When are per-
formed on the final incentives,
have them completed assuming: 1)
the employee retires at normal re-
tirement age and, 2) that the em-
ployee accepts and retires on the
Retirement Effective Date. These
two calculations will be important
to the eligible individuals, as they
will be able to make an informed
decision regarding the value of the
offerings by comparing the benefit
available under the ERIP to the
benefit which would be available

calculations

at normal retirement.

Sample Pension Ofterings: Em-
ployees will receive an additional
three years of credited service and
age under the pension formula and
the organization will assume a 3%
increase in salary, compounded
annually, would have been granted
January 1st for each of these years.
b. Health Insurance

One of the major factors that pro-
hibit individuals from retiring pri-
or to age 65 is health insurance.
While the Social Security Admin-
istration provides Medicare Part A
to cover hospital insurance and
Medicare Part B to provide major
medical coverage, these programs
are not available until an individual
reaches age 65. If your organiza-
tion provides for retiree benefits,
this may not be an issue. If the or-
ganization does not provide retiree
health benefits, however, this will
be critical to the outcome of the
program, as it will likely only be
successful if it closes this gap.

If you are considering an incen-
tive to continue coverage under
your group health plan after retire-
ment and you do not currently
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provide retiree health insurance
coverage, consult with the provid-
ing carrier(s). You will want to en-
sure they will allow for any excep-
tions to your plan eligibility re-
quirements should you desire to
offer continuation under any of
the group plans.

To determine the incentive,
you may want to consider the
length of time individuals may
need the benefit. Will you coordi-
nate this time with COBRA cov-
erage? What level of benefits do
you want to offer? Will you pay all
or part of COBRA premiums if
you do not want or cannot cover
them under your group plans? If
continuing your
group plan, will they be responsi-
ble for any participant contribu-
tions? Will this be a fixed amount
for the duration of time they will
have coverage or could/will this
amount increase over time?

them under

Sample Health Insurance Offer-
ings: If currently enrolled, eligible
employees will be able to continue
their current level of participation
in the organization’s medical and
dental plans at the applicable par-
ticipant contribution rates until the
end of the month in which they
turn 65 years of age.

¢. Termination Incentive Bonus

Although not legally required,
similar to a severance payment an
individual might receive upon
leaving an organization involun-
tarily, it is a customary practice to
provide a termination incentive
bonus in the form of a lump-sum
payment or payable in install-
ments, which occur over time.

While termination incentive
bonus amounts vary, general
guidelines for the number of
weeks for each year of service you
may want to follow are:

I Non-exempt—One week with
a minimum of four weeks to a
maximum of two months.

I Exempt—two or three weeks
with a minimum of two to a
maximum of nine months.

I Vice President/Ofticer—
three weeks for each year of
service with a minimum of
four months to maximum of
one year.

Depending on the time of the
year this program may be offered
and the amount of the incentive
payment, you may want to consid-
er the timing of the payment in re-
gard to tax implications. If the in-
dividual significant
portion of the year and will be eli-
gible to receive an incentive bo-
nus, the tax implications may make
the ERIP offerings less desirable to
them.

worked a

If you consider providing pay-
ments in installments, refer to The
American Jobs Creation Act of
2004, which restricts decisions re-
garding the timing and frequency of
deferred compensation distributions.

Sample Incentive Bonus Offer-
ing: Employees will receive a ter-
mination incentive payment equal
to two weeks of salary for each
year of service, subject to applica-
ble taxes and withholdings, up to a
maximum of thirty weeks. This
payment will be paid on the Re-
tirement Effective Date of Decem-
ber 31, 2005.

5. Program Cosis

To ensure the ERIP will meet its
financial objectives, it is important
that the costs and savings of the
program be thoroughly analyzed,
as it would not make sense to in-
troduce a program that would not
save money or that would be too
costly for the organization.

To analyze the costs effectively,
it is recommended that you create a

spreadsheet, similar to Exhibit 1,
which outlines the costs and savings
of a hypothetical program. While
this is a simplified version of a full
analysis, it provides you a basic
framework. You will need to adapt
it, as necessary, for your organiza-
tion. Please note that the costs out-
lined in Exhibit 1 are projected
through calendar year 2010 as, in
this example, this is the year the
youngest eligible participant would
reach 65 years of age and the orga-
nization’s obligation to pay health
premiums and the added value of
the pension incentives, based on
program offerings, would end.

Begin by gathering the follow-
ing information and data:

B Cost of all incentive offerings
including pension, health
and any incentive bonus

B Salaries and hire dates of all
eligible individual

B Cost of benefits within your
organization®

B If any positions need to be
replaced, the salaries at which
they will be replaced

I Attorney fees associated with
the program

I Pension Administrator fees
associated with the program

Once you gather this data, you
can start to develop the spread-
sheet. Remember the following as
you begin to enter the data and
calculate your costs:

B The analysis should be struc-
tured so as to look at the costs
and savings on an annualized
basis, as well as the recurring
costs and savings over each of
the upcoming years. It is
necessary to look at the costs
and savings in the upcoming
years as pension credits, con-
tinuation of health benefits
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IMPLEMENTING EARLY RETIREMENT INCENTIVE PROGRAMS: A STEP-BY-STEP GUIDE

and termination incentive

will be
over time and not all within
the first year.

bonuses incurred

B When projecting costs and
savings into the future, re-
member to apply an increase
percentage to those items
that you can reasonably as-
sume will increase (health
benefits, salaries etc.). Items
such as health benefits and
compensation will almost al-
ways be higher in subsequent
years. Additionally, remem-
ber to include the average
cost of benefits (typically 35-
38%) on top of an individu-
al’s base compensation.

B Your analysis should include
the costs associated with im-
plementing the program,
such as utilization of outside
attorneys, pension plan ad-
ministrator or actuarial costs.

B To properly evaluate the ef-
fectiveness and cost-savings
of the proposed program, it is
necessary
possibility that every eligible
individual accepts the incen-
tive offer.

to consider the

B If every eligible individual
participates, determine if any
of these individuals will need
to be replaced. If so, will they
be replaced at a comparable,
lower or higher salary than
the incumbent? What will
the timing of the replace-
ment be and will there be
any recruiting costs associat-
ed with the replacement?

Once you have decided on
your eligibility criteria, program
offerings and calculated the cost-
savings of the ERIP, it is important
to weigh the program objectives
against this to ensure they support

each other. Once you are suffi-
ciently assured you can reach orga-
nizational goals and objectives
with this approach, you are ready
to move forward.

In return for the benefits and other
consideration included in the in-
centive package that will be offered,
an organization should require all
individuals who elect to participate
in the program to sign a waiver.
The waiver releases the organiza-
tion from any and all claims by de-
parting employees resulting from
their employment prior to the time
the waiver was signed and, among
other things, confirms their agree-
ment not to file any legal actions or
claims against the organization. As a
release waives all claims up to the
date of execution, you may wish to
have them sign the release on the
Retirement Effective Date.

An employment release should
be written by or under the direc-
tion of an employment attorney to
ensure it sufficiently describes the
offerings, as well as contains all le-
gally required language. As dis-
cussed earlier, the ADEA, as
amended by OWBPA, contains a
number of requirements and pro-
cedures that must be included
when drafting the release.

7. Preparing for the
Announcement

Once you have decided on the el-
igibility criteria and the program
offerings, analyzed costs, and got-
ten the “go-ahead” from your at-
torney, you are ready to begin
drafting the announcement and re-
lease agreement, as well as having
the final actuarial calculations per-
formed. Typically, the release will
be drafted by an attorney, but at a
the release and an-
nouncement should be reviewed
by an employment attorney.

minimum,

When drafting the announce-
ment, take care to touch on the ar-
eas of eligibility criteria, an expla-
nation of program offerings, other
benefits that may be affected, and
any appropriate OWBPA require-
ments. It should include a state-
ment that the organization has no
current plans to offer other pro-
grams of this type in the future but
reserves the right to do so. It
should also be made clear that if el-
igible employees choose not to
take the ERIP, that their decision
not to participate will not affect
their employment status or bene-
fits in any way. We need to under-
stand and communicate, however,
that continued employment is
never guaranteed. As mentioned
earlier, if an ERIP does not pro-
vide sufficient departures an invol-
untary approach may be needed
and this could impact their em-
ployment.

Be sure to address how eligible
employees accept or decline par-
ticipation. It is recommended that
you have them respond in writing.
While an executed release is suffi-
cient for those accepting, consider
requiring those declining to docu-
ment their decision so there are no
misunderstandings.

8. The Announcement

Once the announcement, release
and pension calculation statements
are ready, it is important to consid-
er how the announcement will be
made. To ensure consistency in
the information provided, you
may want to have one individual
conduct all the meetings. You
should ensure that all packages are
ready prior to the announcement
date and, if any of the individuals
will not be at work on the an-
nouncement date, make appropri-
ate arrangements to contact them
at home or meet with them imme-
diately upon their return. Be sure,
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however, that you provide suffi-
cient time for them to consider the
offering. For individuals who may
be housed in other locations, you
may want to send the announce-
ment packages out earlier and have
them held by local management
pending further instructions.

It is advisable to prepare a
script, in advance of the conversa-
tions, so all eligible employees are
given a consistent message. The
announcement and package con-
tents should be discussed individ-
ually with each person. Eligible
employees should know what
they are expected to do and
whom they can speak with should
they have questions. This may be
emotional for some employees, so
you should be prepared for this.
The most important advice is to
have open communication and
dialogue with the employees. If
they feel anything is being hid-
den, they will become defensive
and this could adversely impact
the success of the program. Su-
pervisors and managers should

also be warned against telling any
employee the if he/she does not
take the ERIP and the ERIP does
not achieve the targeted goal, that
he/she will be one of the employ-
ees who will be subject to a sub-
sequent involuntary layoft.

CONCLUSION

The development of an ERIP is a
lengthy process that takes a good
deal of thought and eftort. Practi-
tioners often overlook the oppor-
tunity to implement an ERIP
based on the mistaken belief that
it is difficult, and costly. Ap-
proached in a methodical and an-
alytical manner, the ERIP repre-
sents
organizations seeking to reduce
staft. In order for the ERIP to be
successful, the program coordina-

a viable alternative for

tor must understand the business
objectives and goals that the orga-
nization is trying to obtain, pro-
vide a desirable incentive package
to eligible employees and perform
a thorough cost-savings analysis.

If all of these steps are completed,
a carefully crafted announcement
and positive communication with
eligible employees should ensure
its success. At the end of the day,
the organization will have been
successful at empowering em-
ployees to take control of their fu-
tures and reducing the potential
for litigation all while meeting
business objectives.

NOTES:

29 C.F.R. 639.9 (1989).
29 C.F.R. 639.2 to .6 (1989).

3. For a more detailed discussion of infor-
mational requirements in connection
with notice to groups, see, 29 CFR
§1625.22  (f), available at:  http://
a257.g.akamaitech.net/7/257/2422/
14mar20010800/edocket.access.gpo.gov/
ofr_2002/julqtr 29¢fr1625.22.htm (last vis-
ited July 23, 2005).

4. 29 C.F.R. 1625.22 (f)(iii)(D) (2002).

5. Karyn-Siobhan Robinson. Benefits Surpass
42 Percent of Payroll Costs, US Chamber
Reports, available at: http://www.shrm.org/
hmews_published /archivesCMS_007198.asp.
Research in this area varies considerably. We,
therefore, suggest that you consider your own
actual benefit costs in this calculation.
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EXHIBIT 1 |
Early Retirement Incentive Program
Projected Cost-Savings Analysis
Annualized Calendar Year Calendar Year Calendar Year Calendar Year Calendar Year
Total 2006 2007 2008 2009 2010
Outlays
Offerings
Pension Incentives $ 125,131 § 55,057 $ 43,657 $ 19,423 § 6,127 $ 867
Medical Premium Payments */** $ 97,236 $ 42,783 $ 33,925 $ 15,093 $ 4,761 $ 674
Termination Incentive Bonus (8 Years Avg Service) $ 207,600 $ 207,600 - - - -
Pension Actuarial Calculation Costs $ 11,250 $ 11,250 - - - -
Attorney Fees $ 25,000 $ 25,000 - - - -
Total $ 466217 $ 341,690 $ 77,582 $ 34,516 $ 10,888 § 1,541
Annualized Replacements Costs w/35% benefits ***
5 Customer Service Representatives (Avg Sal 35,000) **** $ 236,250 $ 243,338 $ 250,638 $ 258,157 $ 265,902 $ 273,879
Total Replacement Costs $ 236,250 $ 243,338 § 250,638 $ 258,157 $ 265,902 $ 273,879
TOTAL OUTLAYS (A) $ 702,467 % 585,028 $ 328220 $ 292673 $ 276,790 $ 275,420
Savings
Current Personnel Costs w/35% benefits ***
15 Customer Service Representatives (Avg Sal 45,000) $ 911,250 $ 938,588 $ 966,745 $ 995747 $ 1,025,620 $ 1,056,389
Total Current Personnel Costs $ 911,250 $ 938,588 §$ 966,745 $ 995747 $ 1,025620 $ 1,056,389
TOTAL SAVINGS (B) $ 911,250 $ 938,588 § 966,745 $ 995747 $ 1,025620 $ 1,056,389
PROJECTED COST / (SAVINGS) OF ERIP (A-B) $ (208,783) $ (353,560) $ (638,525) $ (703,074) $ (748,830) $  (780,969)
* A 15% net increase in benefit premiums was estimated for each year beginning in January 2006
** Participant contributions have been deducted from premium costs
*** A 3% compensation adjustment was estimated for each year beginning with January 2006
**** Assumes replacements will begin on January 1, 2006
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