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Wt hin Headquarters Marine Corps, there are sone
organi zations that are so internally focused that they |ack the
nmeans to serve the constituencies for which they were created.
These institutions provide enploynment to governnent service (GS)
enpl oyees in an attenpt to overcone existing inefficiencies
inherent in their organizational structure. The Marine Corps’
Ofice of Legislative Affairs Correspondence (OLAC) is such an
organi zation. Instead of changing its organization to maxim ze
efficiency, it continues to create additional GS positions to
nmeet demand and, as a result of the workload, is plagued by
enpl oyee turnover and exorbitant budgetary costs. By
out sourcing positions within OLAC, the governnent can elimnate
deficienci es caused by turnover and reduce costs.
Background

The O fice of Legislative Affairs is task organized
consistent wwth the hierarchy of a Marine air ground task force
with a command el ement and three subordi nate el ements, the House
of Representatives Liaison Ofice, the Senate Liaison Ofice,
and the O fice of Legislative Affairs Correspondence Branch.
The front office is commanded by a Brigadier General who fills
the role of the legislative assistant to the Commandant of the
Marine Corps and is supported by a nunber of Marines and
civilian Marines. The front office, |ocated in the Pentagon, is

responsi ble for nyriad tasks to include coordinating responses



to Congressional requests for information, naking budgetary
recommendati ons, and preparing key figures in the Marine Corps
for hearings before the various comnmttees of Congress. The two
| iaison offices, co-located with their respective sections of
the Legislative Branch, are responsible for answering urgent
guestions posed by Menbers and their staffs and for coordi nating
travel for congressional and staff del egations traveling outside
the United States on official business. The final supporting
agency of the Ofice of Legislative Affairs is the
Correspondence Branch, the office that is the focus of this
essay.

Current Organization

The O fice of Legislative Affairs Correspondence is the
agency at Headquarters Marine Corps that receives and assigns
correspondence from Menbers of Congress and their staffs, to a
|iaison representative and tasks subordi nate commands with
providing formal, witten responses to the issues raised.' This
branch ensures that these concerns are not addressed in a tinely
manner, but also that the Marine Corps responds with “one voice”?
when replying to Menbers of Congress. OLAC is conposed of
approxi mately eighteen individuals: three Marine officers, four
staff non-conm ssioned officers, three non-comi ssi oned

of ficers, one |lance corporal, and six civilian enpl oyees

(ranging fromGS-9 to G5-11) led by a GS-14. This GS-14



supervi ses three team | eaders who nmanage and edit the proposed
responses of each of their three subordi nate congressional
iaison representatives. The remainder of the Marines not
included in this hierarchy serve in adm nistrative support

rol es.

The O fice of Legislative Affairs Correspondence’s current
tabl e of organization reflects a tinme when OLAC processed only
cases pertaining to manpower and reserve affairs. During that
time, all other cases were forwarded to the general court-
martial authority of the subject in question for review and
response. However, the menbers and their staffs becane
di scontent with the | ess than cordial responses fromthese
commands. As a result, Ceneral Charles C. Krulak, thirty-first
Commandant of the Marine Corps, changed this process and charged
OLA with receiving and responding to all congressional
correspondence relating to the Marine Corps. However, no
commensur ate changes were nmade to staffing levels, resulting in
an over-tasked agency attenpting to neet unrealistic tinelines.
Whi | e neasures have been taken recently to expand the nunber of
witers, the hiring of additional governnment enployees is only a
short-termsolution to a nuch |arger problem

Turnover and Associated Costs

According to the Wrrdreference dictionary, turnover is

defined as a neasure that illustrates the nunber of enpl oyees



that have to be replaced in a given tine period based on the
average nunber of workers.® An organization with a high turnover
rate is plagued with additional costs associated with
advertising for new peopl e screening tel ephone calls, and
arrangi ng and conducting interviews. 1In addition, an
organi zation with a high turnover rate | oses productivity as it
trains new hires and its ability to react to custoner concerns
because of the new, inexperienced enployees.* Al total,
turnover costs are estimated to be as high as 1.5 tines the
wor ker’ s annual salary. For exanple, it costs a conpany $82, 500
to replace an enpl oyee whose annual sal ary was $55, 000. °

In addition to the real costs previously nentioned,
organi zations suffer intangible costs associated with enpl oyee
turnover. Specifically, a conmpany suffers from unconpensated
i ncreased work | oads, stress and tension anongst its enpl oyees,
decreased productivity due to |l oss of work group synergy, and a
reduction in quality of product.® Al though these costs are
difficult if not inpossible to calculate, they are very real
consi derations for any organi zation suffering fromthe turnover
ai |l ment .

A high turnover rate is a problemthat has bel eaguered OLAC
for the past several years. As a matter of fact, fromJuly 2002
t hrough July 2003, the Ofice of Legislative Affairs

Correspondence had a turnover rate of 71 percent as conpared



with the Departnent of Labor’s national enployee turnover rate
of 10 percent.’ In other words, OLAC lost five of its seven
enpl oyees on staff during this period.?3

Outsourcing

Qutsourcing is defined as the concept of taking internal
conpany functions and paying an outside firmto handle them
Qutsourcing is done to save noney, inprove quality, or free
conmpany resources for other activities.® By utilizing
outsourcing, the Ofice of Legislative Affairs Correspondence

would mtigate its deficiencies relating to turnover and cost

reducti on.
The maj or benefit of outsourcing for OLAC will be its cost
savings. In addition to the costs associated with turnover

previ ously nmentioned, considerable salary and benefit savings
woul d al so be realized. |In order to illustrate this point, a
GS-9 witer will be conpared to a civilian counterpart entry
| evel witing position.

According to the Ofice of Personnel Managenent’s 2006
annual pay rate scale, a GS-9, step one enployee working in the
greater Washington DC area will earn $44,856 per year.® In
conparison, an entry level witer in the national capital region
earns, on average, $31,410. Note, this difference of al nost
$13,500 per witer accounts for the individual’s salary only and

does not include associ ated benefits. According to the U S



Chanber of Commerce, enpl oyee benefit costs represent 37.6

1 Wile the percent of governnent

percent of payroll costs.?
payroll costs could not be found, it is traditionally nore
expensive than private sector benefit conpensati on.

By outsourcing, the Ofice of Legislative Affairs
Correspondence will also inprove the quality of its work and be
able to devote resources to other related activities. The nost
prom nent way that outsourcing will inprove the quality of work
is through stabilization of the work force. Currently, many
governnent service enployees sinply apply for the witing
position to obtain GS-9 status and al nost i medi ately begin
searching for higher positions within the federal governnent. *?
These actions are the source of the over 70 percent turnover
rate realized by the organization

| nstead of obtaining a steady inflow of enpl oyees desiring
only to establish a foothold within the ranks of governnent
service, outsourced enployees will provide stability in this
ever - changi ng environnent because they are nost tinmes viewed as
nor e permanent positions. Permanency is obtained in a variety
of ways but nostly because all human resource issues fall under
t he cogni zance of the parent conpany that provides workers to
fill the required positions. Instead of dealing with a
beaurocratic agency such as the federal governnent, the parent

conpany’s ultimate concern is to maxim ze its profits. Wile



there are two ways to maxim ze profit, increase revenues and
decrease costs, the easiest variable to manipulate in this
equati on when dealing with government contracts is to decrease
cost s.

Because of the negative effects that turnover has on
rel ated costs, the parent conpany will attenpt to decrease this
ai l ment as much as possi ble. Through whatever organi zati ona
behavi or and human resource techni ques the conpany chooses to
alleviate this problem COLAC will recognize fewer enployee
turnover problens. Once additional resources are nade avail abl e
fromnot having to recruit and hire new enpl oyees, OLAC wi ||l be
able to focus on its nore inportant mission, focusing on
providing information to and sol ving problens for Menbers of
Congress and their staffs.

Counterpoints

The nost prom nent opposing view that cones to mnd as a
result of outsourcing is a reduced interaction of Marines and
Menbers of Congress. First, the vast majority of staffers have
no idea to whomthey are tal king on the tel ephone. In fact,
Congressi onal staff nmenbers have msinterpreted “Captain” as the
first nane of the Marine with whomthey were tal king. Further
the majority of the witers within the current OLAC are
gover nnment service enpl oyees, showi ng that this agency can stil

acconplish its mssion w thout an overwhel m ng Marine presence.



In reality, the contact that pronotes the nost credibility

bet ween the Marine Corps and the nmenbers of Congress occurs at
the liaison offices |located on Capital Hll. These offices
provi de an inval uabl e service by reinforcing the Mrine Corps’
reputation on Capitol HIl. To place this enphasis on OLAC is
erroneous because its inpact on the personal rel ationships

bet ween Congress and the Corps is negligible.

Conclusion

Since its creation, the Ofice of Legislative Affairs
Correspondence has shifted froman outward to i nward focused
organi zation. Over time, the primary m ssion of providing
services to Menbers of Congress and their staffs has al nost
becone secondary as it attenpts to deal with the plague of an
exceptionally high enpl oyee turnover rate. This endem c has
resulted in countless resources being expended to hire and re-
train new enpl oyees only to repeat the process after they |eave
to pursue a higher level within the federal governnent.

This problem can be alleviated, however, by outsourcing the
positions within OLAC. Through outsourcing, the governnent can
elimnate the deficiencies that enployee turnover and its
associ ated costs create. Once OLAC begins utilizing
outsourcing, it will be able to focus on its primary m ssion of
congressional services and not on the ancillary task related to

hiring additional enployees.
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