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Overview
In 2007, SRC established a set of guiding principles that SRO has used to allocate contingent field staff to projects, including:

· SRO is responsible for the allocation of interviewers to projects
· Risk is to be shared across projects
· Allocation of resources is to be equitable across projects

These principles were confirmed again in 2017, as SRO worked toward an equitable allocation of resources between HRS and PSID. The principles were extended in 2020 to provide transparency in our processes in support of all data collection projects and our SRC-SRO contingent staff resources at all interviewer levels, I, II, and III.

This update includes consideration for staffing across the SSL and Field subunits. As of this update many projects now post for and staff interviewers across both subunits, but projects’ data collections are still considered to be housed in either the Field or the SSL depending upon the original design and budget and the planned source of the majority of data collector hours. The inclusion of data collection staff from both subunits on a single project entails logistical considerations (e.g. management, technical, budgetary) outside the scope of this memo and discussion should occur across all SRO subunits as projects consider options.

Assignment Steps
The Staffing Process is outlined below:

Step 1 – Projects define requirements including:

· training dates
· number of hours required per week 
· requirement to work the entire field period, if applicable
· location of in-person sample, if applicable
· travel requirements, if applicable
· special skills required/desired, including past project experience
· pooled (shift-based) sample or distributed sample

When multiple projects’[footnoteRef:1] needs appear to conflict, each project must define/revise its anticipated staffing needs during the overlapping production period. This requires estimation months in advance and may be subject to future revision. Should this occur after an agreement is established, both are encouraged to be flexible when feasible.  [1:  While we generally think of projects with separate production timelines and instruments as separate projects even if they are within the same ‘suite’, we recognize that there may be efficiencies from the interviewer perspective to transition within some project suites due to similarities in project specific requirements, sample types and family relationships, and so on.] 


Step 2 – Interviewers self-select for projects based on internal announcement

Interviewers respond to internal announcements. Interviewers are not asked for their preference among overlapping projects, but part of the stated motivation for many interviewers is ensuring continuous or maximized employment periods.

Step 3 – Interviewers are screened for ability to meet project requirements.

Where past performance information is available, DCO management will assess applicants’ demonstrated ability to meet the requirements of the projects to which they applied.

The lead production manager (PM) for each upcoming project assesses the prior history of each applicant (e.g., the PSID or HRS production manager will evaluate any PSID or HRS experience of on-staff interviewers applying to work on the project) and evaluates likelihood to succeed on the project based on this historical information. This evaluation uses data both from past waves of the upcoming project and relevant data from other past projects. Production managers from other projects will provide input on each on-staff applicant as needed.

Step 4 – After on-staff interviewers have submitted applications to work on projects and projects’ lead PMs have assessed applicants’ fits, the Production Management team meets as a group across projects to review all applications.

During the allocation process, SRO production managers take into account immediate skill set as well as desirability of keeping interviewers long term with SRO, and offering advancement (when applicable). If an interviewer has applied for multiple projects but has clearly expressed preference for working one over the other, this is also considered. Production managers seek to balance known production risks to all projects in the staffing assignment.

Interviewers are allocated to projects based, in part, on project experience, skill set, location (PSU), and demonstrated ability to work multiple projects. Projects requiring in-person coverage (either needing to conduct FTF surveys with sample clustering in those areas or needing to be onsite in Ann Arbor) will be given priority to cover each area based on expected sample size and expected length of time (and time sensitivity) each PSU needs to be covered.

This process typically resolves project assignments for the vast majority of all on-staff applications without conflict, even during significant project overlap periods. When there are assignments that need to be mediated, the SRO/DCO-PM manager will articulate a decision rule focused on shared risk, and will explore compromises (typically in the form of shared assignment). If this is not possible, the SRO/DCO-PM manager makes a decision about the assignment to ensure minimized risk at the organizational, SRC/SRO, level (see below for guidelines) within the broader context of the DCO management team. 

Communication of Staffing Plans
As described in the 2007 guiding principles, DCO Project PMs communicate project staffing decisions to the SRO Project Leaders (typically PDMG Survey Directors or Senior Survey Specialists) via a written staffing plan. Staffing plans are shared with project PIs. If needed, concerns are raised with the SRO Director. When necessary, the SRC Director’s office is called upon to assist in balancing the needs of and risks to projects and the Center.

Assignment Principles
Below is a more detailed description of the SRC principles that SRO applies in assigning data collection staff to projects.

Organizational Needs
We think of organizational needs as including at least the following two dimensions: Maintain sufficient counts of trained staff in each subunit (Field and SSL) and retention of experienced interviewers.

In terms of maintaining sufficient counts of trained staff in each subunit this refers to ensuring that we have enough people in the Field to carry out the kind of work that requires a decentralized staff and enough people in the SSL to carry out the kind of work that requires a centralized presence. An inherent part of this includes encouraging adding new hires on an ongoing basis even if there might be an interviewer immediately available.

We will attempt to balance the long-term need for new staff in the right physical location with ensuring that we retain existing staff who have already been recruited and trained. We will work to provide coverage for interviewers with a strong demonstrated track record who do not otherwise have a current assignment.

Shared Risk
There are a number of tools and methods that can be implemented to both quantify and mediate shared risk. Elements of risk include: 

· Budget: Budget flexibility varies significantly, including making the trade-off between adding a second training for on-staffers (travel and training time, as well as non-salary costs) and adding new hires (typically with a much greater staffing cost and a higher probability of attrition); Alternatively trading off local interviewers with traveling interviewers.
· Fixed field period: Some study designs have greater flexibility in start and end dates for a field period.
· Project difficulty: We generally think of projects with more components (systematic social observations, physical measures, assessments, etc.) as more difficult than those with straightforward interviewer-administered questionnaires. Projects requiring screening are typically more difficult than panel studies. Some projects contain special study-specific rules and data collection methodologies that are particularly complex (e.g. difficult family listing rules, or the inclusion of an event history calendar.) The level of difficulty limits which interviewers might be well-suited for the project.
· Project measures of success: Projects differ in the metrics they prioritize. For some, yield (interviews) takes precedence to response rate. The metrics prioritized may correspond to special skills required of interviewers. E.g., projects prioritizing response rate may require interviewers with strong skills in addressing respondent concerns.
· Special skills (screening, biomarkers, locating, interviewing children, language, past wave study experience, ability to travel, close proximity to sample location): Many of these attributes are trainable skills. Those that are not take precedence in staffing decisions. Language is a key constraint and requirement for many studies. We attempt to balance the access that projects have to key required skills to ensure that no project fails.
· Context of staffing request: When staffing requests are made by projects during the data collection of an on-going project, the relative status of the production project at the time the resource is requested is considered. E.g., how close is the on-going project to meetings its goals? What proportion of its staff hours or PSUs are potentially affected by the request?

Where we have a high likelihood of staffing conflict, we propose staffing plans to include the following:

· Staggered trainings: We will attempt to meet the staffing goals for all projects. However, in the event that interviewers with key skills are not available at the original training date, we request that projects attempt to plan for an attrition or additional training. This could include new hires (in the case of attrition) or on-staffers. Where possible, this training should be scheduled to coincide with the end of the planned data collection period for other large projects. The proposal team ensures we are including these approaches in our cost estimates. 
· New hires: Due to both cost and attrition, it is almost always preferable at the project level to staff exclusively with on-staffers. However, this is not sustainable organizationally. Projects needing more than 10 interviewers should budget for and plan for new hires comprising at least 10 percent of their interviewing staff (more for most localized projects). It may be the case that new hires are not necessary due to sufficient on-staffers being available and interested. However, this cannot be a general project requirement. As with the item above, our proposal team has already established this norm when establishing project budgets.
· SSL Support: If possible, projects should also consider using the SSL as a source for taking up slack during project overlap. It is often easier to recruit and train in the SSL due to proximity.
Equitable Allocation during Scarcity
We propose the following revised principles for the equitable allocation of interviewers during times when there is a greater demand for interviewers than we have available in our on-staff pool. The goal for the allocation must be to manage and minimize both project and SRC risk.

· While new hires are an SRC resource, if a project bears the cost of hiring and training a new hire, that project has priority with respect to the interviewer’s allocation during the first year / wave of data collection.
· [bookmark: _GoBack]If an interviewer has a demonstrated ability to consistently meet or exceed current and past project hourly commitments, and his/her current project(s) do not require all of the hours he/she is available to work, the preference is for the interviewer to be shared between projects, with the original hour commitments going to the first project and any excess hours assigned to the second project. This typically still requires the first project to allow the interviewer to miss work to attend the second project’s training.
· If an interviewer does not have excess hours beyond their current project commitments and needs: 
· We evaluate the special skills required for each assignment, focusing on those that are not readily trainable such as language as well as geographic location. 
· If there is an interviewer on hold (in the same geographical area, if applicable) with the same skill set (for example, bilingual), the second project should attempt to staff them before trying to share an active interviewer. 
· If the project to which the interviewer was originally assigned has need for the interviewer’s special skills, or if the project has a hard deadline that needs to be met, we first attempt to bring the interviewers on to the second project at a later training date.
· If the new project has need for the interviewer’s special skills and the originally assigned project does not, the interviewer is considered for an earlier training.
· We strive for staffing plans that maximize the duration of each interviewer’s active employment with SRC.

Subunit (Field/SSL) Assignment
Finally, after all other considerations have been taken into account, project assignments will be based on whether the interviewer is based on the SSL or the Field. If there are two interviewers who are equally qualified for a project assignment after everything else has been accounted for and the work is primarily managed in the SSL, an interviewer assigned to the SSL will be staffed. Whenever an interviewer is being considered for an assignment outside of their assigned subunit (SSL or Field), the respective staffing coordinator will consult with their colleague in the other subunit to ensure that all considerations have been taken into account.

Mixed Shift and Non-Shift Assignment Considerations
When a project uses pooled (shared) sample, interviewers’ work is typically scheduled in shifts (specific times of day and days of the week). By contrast, interviewers working distributed (assigned) sample are expected to follow up as needed with each case, making attempts during different times of day and days of the week.

There are a number of factors that need to be taken into account before an interviewer is assigned to work a project with shift-based assignments at the same time as a project without shifts:: 

· How does an interviewer working assigned sample report shift availability and honor appointments that may be set for times outside their assigned shifts?
· Where possible, establish minimal requirements for sharing, such as working at least X hours per week on each project and determining if one project takes precedence over the other when there is a conflict.
· Be explicit about interviewer reporting requirements for upcoming appointment conflicts. The interviewer must inform shift managers as soon as possible about any changes to scheduled shift attendance.
· How do we think about total hour commitments?
· For the SSL, hour commitment is typically a measure of offered weekly availability rather than scheduled hours. For the Field, it is often a minimum number of hours that will be worked each week.
· Note that if interviewers are SSL based, the staffing plan will need to be explicit about which project is charged with overtime in the event that this happens. If interviewers are Field based, any overtime will be charged to the last project in the week (or the day, if applicable).
· Shift management for SSL-based projects is more complex and less actionable when shift managers have to supervise interviewers who are both remote and on-site at the same time. Not only is it more difficult to monitor attendance and performance, but it introduces potential perceived inequities in project reassignment for emergent situations requiring onsite work.
· This is even more complicated when interviewers have mixed shift and assigned project assignments. We do not currently have a system in place for tracking commitment compliance in real time. This can introduce complications when requests go out for added shifts or hours.
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