


THE OFFICE
OF THE LEGISLATIVE AUDITOR

The office of the legislative auditor is a public
agency attached to the Hawaii State legislature. It
is established by Article VI, Section 8, of the
Constitution of the State of Hawaii. The expenses of
the office is financed through appropriations made
by the legislature.

The primary function of this office is to strengthen the

legislature’s capabilities in making rational decisions

with respect to authorizing public programs, setting
program levels, and establishing fiscal policies

and in conducting an effective review and appraisal

of the performance of public agencies.

The office of the legislative auditor endeavors to

fulfill this responsibility by carrying on the

following activities.

1. Conducting examinations and tests of state
agencies” planning, programming, and budgeting
processes to determine the quality of these
processes and thus the pertinence of the actions
requested of the legislature by these agencies.

2. Conducting examinations and tests of state
agencies’ implementation processes to determine
whether the laws, policies, and programs of the
State are being carried out in an effective,
efficient and economical manner.

3. Conducting systematic and periodic examinations
of all financial statements prepared by and for
all state and county agencies to attest to their
substantial accuracy and reliability.

4. Conducting tests of all internal control systems
of state and local agencies to ensure that such
systems are properly designed to safeguard the
agencies’ assets against loss from waste, fraud,
error, ele.; to ensure the legality, accuracy and
reliability of the agencies’ financial transaction
records and statements; to promote efficient
operations; and to encourage adherence to
prescribed management policies.

5. Conducting special studies and investigations as
may be directed by the legislature.

Hawaii's laws provide the legislative auditor with
broad powers to examine and inspect all books,
records, statements, documents and all financial affairs
of every state and local agency. However, the office
exercises no control functions and is restricted to
reviewing, evaluating, and reporting its findings and
recommendations to the legislature and the governor.
The independent, objective, and impartial manner

in which the legislative auditor is required to conduct
its examinations provides the basis for placing
reliance on its findings and recommendations.
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FOREWORD

This report incorporates our findings and recommendations resulting from our study of

overtime in the State goverrment. The examination was conducted pursuant to the

authority granted to the offjce of the legislative zuditor by article VI, section B
of the Constitution of the State of Hawaii and chapter 2, title III of the Revised

Laws of Hawaii 1955. This is one of a continuing series of management audits through

which we attempt to assess whether the laws, polircies, and programs of the State are

being carried out in an affective, efficient, and economical manner.

Properly used and controlled, cvertime ¢an serve a useful purpose in the management
If imprudentiy and caraiessly used, however, it repre-

of governmental operations.
The purpose of this study is

sents a waste of public funds and our human resources.
to assess the State's effectiveness in the management of overtime.

As with our other audit reports, we have endeavored to objectively and candidly pre-
sent our views on the nature of the problem and to offer constructive recommendations
for their resclution. We sincerely trust that this report will be received as a

helpful supplement to the on-going State program to foster excellence in management.

Bach of the agencies affected by our examination was reguested to submit in writing
its comments on our findings and recommendaticons and to indicate what actlon it has

taken or intends to take therefor. Agency responses resulting from this sudit are

appended to this repeort as "Memorandz of Comments by Affected Agencies."
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PART 1
INTRODUCTION AND SOME BACKGROUND

CHAPTER 1
INTRODUCTION

At its 1966 session, the Hawaii legis-
lature enacted Act 401 and made it _man-
datory that cash, at the rate of time
and a half, be paid feor all overtime
work performed by public employees. Of
course, an employee, if he chooses, may
elect to take compensatcry time off
rather than cash., MNevertheless, the
thrust of Act 40 is that, unless the
enployee affimmatively elects other-
wise, cash must be paid.

Act 40 is the latest in a series of
legislation, dating from 1949, which
has provided increasingly liberal
overtime premium benafits to public
employees. The following chronology
¢f the more important overtime
legislation points this cut.

1. Rhct 36, SIH 1949 (the first statute
on overtime compensation) authorized

lSee Appendix A, pp. 78 to 82, infra,
for a complete text of Hawaii's over-
time law as it existed before the
enactment of Act 40, SLH 1966. See
Appendix B, pp. B3 to 85, infra, for
the text of Act 40, SLH 1966,

one hour of compensatory time off
for each hour of overtime work.

2. Act 238, SLH 1959, increased compen—
satory time off to one and a halif
hours for each hour of overtime work.

3. Act 7, SSLH 1959, authorized cash
paymeni:s for overtime, at the ratecf
time and a half, rather than compen—
satory time off, if funde were avail-
able and the governor-approved.

4. Act 164, SLH 1961, provided for
cash payment in all cases, if com-
pensatory time off could not be
taken within 30 days after the
overtime work was parformed.

5. Finally, Act 40, SLH 1966, has made
cash payment mandatory and automatic,
unless the employee elects to take
compensatory time off,

Although the premium for overtime has
beéen progressively liberalized, no in-
depth study has ever been mads of the
State's overtime practices. Act 40's
mandate for mere direct expenditure of
cash naturally tends to bring overtime
under sharper focus. But, the need for
an examination of the State's overtime
practices antedates the enactment of

Act 40. This report is intended to
£fill that need.



Focus of Report

At the outset, it should be made clear
that this report does not, by any means,
advocate the abolition of all cvertime.
Its complete eliminaticn is neither
poszible nor necessarily desirable.2
Rather this report is premised on the
view that overtime can serve a useful
purpese in the management of government
operations,

—_—

20vertiﬁe is sometimes viewed with sus-
picion--as an evil way of doing business
--and its complete removal is often
advocated. For example, the state de-
partment of taxation's overtime policy
states, {éTng/ objective of the Depart-
ment is to eliminate all overtime.® The
State Department of Taxation's Policy
Manual, Adm, I-3R, revised July 8, 1361,
We do not believe that overtime, in
itself, is necessarily bad. Consider
the following: First, by nature of our
statute, some cvertime is unaveidabla,
For example,. under our statute, all work
perfomed on a holiday must be paid at
the overtime Premium rate, Thys, all
institutions which require arcund-the-
clock operations, such as the State
Hospital, will invariably experience
ovartime. Second, some overtima is not

Unlike that &f private enterprise, the
success of government is measured not by
the "profits" it makes, but by the king,
quality and quantity of service it ran-~
ders and programs it undertakes for the
banefit of the general public. Goverp-
ment seeks to furnish such service and to
exacute its programs with maximum effi-
ciency and at the least cost.  Overtime
can help government achieve its missions
efficiently ang economically.

foreseeable. For instance, an employee

may become ill just before it is time
for him teo report for work., When that
happens, an employee on the job may be
required to work a few hours longer,

and, where work is performed on shifts,
an employee on the next shift may be
required to report for work a few hours
earlier. Third, despite its cost, some-
times overtime is to he preferred. rox
example, if just a few hours are needed
to finish the job out in the fields, it
may be more economical to have the em-
ployse work overtime than to send him out
again for a few hours the next day to
finish the job, This is ore of the
feasons why overtime is incurved in the
department of land and natural resources.

On the other hand, because of its
innate characteristics (which we
examine in chapter 2), overtime can
produce the opposite result, if it ig
imprudently or carelessly used,

One of the responsibilitias of the
Auditor's Office is to conduct studies
to determine how efficiently and
economically the State departments are
managing their affairs. Sinece the use
of overtime can either add to or de-~
tract from that desired efficiency and
economy, it is pertinent teo examnine how
often and in what manner it is being
employed by the State departments in
the discharge of their functions,

Purpose of Report

Specifically, this report examines the
State’s overtime statute, experiences
and practices te: (1) detemmine the
efficacy with which the State's opera-
ting departments are presently utiliz-
ing overtime in accomplishing the
missions of government, (2) assess the

Present role of the State staff
agencies in the administration of
overtime, and (3} recommend corveo-
tive actions, both statutory and
administrative, by which cvertime may
become a more effective instrument of
government.

Scope and Limitation of Report

This report is the result of our study
of the judiciary branch and all depart-
mants of the executive branch, ineclud-
ing the lieutenant governor's cffice,
but excluding the governor's office
and the Act 97 agencies which are
performing services under contracts
between the State and the counties.

The data gathered for this report are
those for the pericd between July 1,
1%64, and March 31, 1966.

The scope of our study did not lend
iteelf to a detailed analysis of each
department. The report, therefore, is
4 treatment of overtime in the State



government as a whele. The identifica-
tion of a specific department is intend—
ed for illustrative purposes only.

Organization of Report

Before we turn to an assessment of how
well the State departments are utjiliz-
ing overtime as a management tool, it
is essential that we take a look at the
factors which prompted our ekamination
of the State's overtime practices.
Chapter 2, of this Part I, discussas
these factors which form the background
against which our study of the depart-
ments was conducted.

The direct responsibility for the
administration of overtime is in the
sevaral operating State departments.
The State staff departments—--the
departments of personnel services,
accounting and general sarvices, and
budget and finance--by the very nature
of their functions do have overview
and service responsibilities to insure

the proper and uniform administration

of overtime at the operating level.

In Part II, chapter 3 is concerned with
the responsibility of the operating
departments; chapter 4 discusses the
role of the State staff departments;
and chapter 5 recommends a state-wide
informatjon system to assist both tha
operating and staff departments in the
administration of overtime.

Part ITIT (chapters 6 and 7) constitutes
the concluding part of this report.
Chapter 6 suggests certain statutory
amendments to our State overtime law,
and chapter 7 is a summary of cur
findings and recommendaticns.

3In this report, unless otherwise
clear from the context, the terms
“departments" and "operating depart-
ments", refer to all State departments,
including the judiciary branch. The
term, "staff departments", refers to
the department of personnel sarvices,
the department of budget and finance,
and the department of accounting and
general services.

CHAPTER 2 \
SOME NECESSARY BACKGROUND

We indicated in the opening chapter that
the need for a review of the State's
overtime practices existed even before
the enactment of Act 40. Overtime has
at least twe natural characteristics:
(L) it always increases the direct and
indirect costs of operations, and (2)
it can adversely influence employees'
work habits and.mental attitudes. It is
because overtime has these innate gual-
ities that a review should be conducted
from time to time, particularly when
cvertime is being incurred with some

degree of regularity or frequency.

In this chapter, we first note briefly
the statutory framework of this report.
We then demconstrate that overtime is
being inecurred with regularity and
frequency in the State government.

That showing is followed by a discussion
of the impact ovartime is having on
State's finances and the effects which
regular and frequent overtime has on
the performance and attitude of
government employees,

STATUTORY REFERENCE

All legislation pertaining to overtime
are assembled in section 5-72, Revised
Laws of Hawaii 1955, as amended.
Briefly, the statute, as constituted
upon the enactment of Act 40,S5LH 1966,
defines "overtime" as any hour worked
in excess of eight hours pexr day or 40
hours per week, and work performed on
a legal holiday,l during an emergency
outside of reqular, scheduled work
hours, on a changed shift without 48
hours' advance notice, or in a spread
of more than 10 hours per day, exclu-

sive of mealtime.

Overtime is compensable either by time
off or in cash, except that cash must
in all cases be paid unless the

lSee Attorney General's Opinion
No. 62-42.

2Atturney General's QOpinion No. 64-30
dezls in part with overtime on a split
shift.



employee concerned elects to take time
off. Compensatory time off, when elec-
ted, 1s at the rate of one and cne-half
hours for each hour of overtime work.
Cash, when paid, is for an employee in
salary ranges 2 to 16, at the rate of
one and one-half times his regular rate
of pay, and, for an employee in salary
ranges 17 te 28, at the rate of one and
one-half times the minimum rate of pay
of salary range 17.

All public employees, whose pay is
established under chapter 4 of the
Revised Laws, are governed by section
5-72, except (1} elected officials;
(2) the head of any department, first
deputy or first assistant: and (3)
officers and employees in salary
ranges 29, 30 and 31,

The overtime law is administered, in
practice, by various departments. The
department of personnel services, as a
State central, staff agency, is reguired
by statute to establish rules and reg-
ulations of statewide applicability.

The department of budget and finance
passes on all budgetary requests for
funds to pay for overtime, if and when
the various departments submit such
requests. Each department, as an opera-
ting agency, decides for itself whether
or not cvertime work is to be performed,
and sach department schedules leave time
when compensatory time off is elected.
Claims for cash payment are prepared by
each department, and actual payment is
made through the department of account-
ing and general services.

REGULARITY AND FREQUENCY OF OVERTIME
IN THE STATE GOVERNMENT

The employees in the 18 executive de-
partments and the judiciary branch of
our government worked 168,000 overtime
hours in fiscal year 1964—65,3 and
127,000 extra hours during the first
nine months of fiscal year 1965-66.4

3.%55th the figures 168,000 and 127,000

are approximaticns only., As indicated
in chapter 3, overtime records are so
poorly kept that it is impossible to
secure any precise figure on the
State's total overtime hours.

Converted to time and a half, these

extra hours are eguivalent to a work
force of 151 employees working eight
hours per day for a full year.5

Of the 19 State departments, not more
than six had less than 1,000 overtime
hours in either fiscal year--the depart-
ments of defense, lieutenant governor,
regulatory agencies, attorney general,
Hawaiian homes, and planning and eco-
nomic develepment. The departments of
health, social services and transpor-
taticn each had more than 10,000 over-
time hours in both fiscal years. All
other State departments incurred any-
where from 1,500 to 10,000 extra hours
of work in each fiscal year.6

sThere are approximately 260 working
days in a year. If we subtract 52 days
for vacation, sick leaves and heolidays,
there remain approximately 208 effective
working days. Multiply 208 by 8 hours
per day, and the result is 1.664 effec-
tive working hours in a year per
employee. The 168,000 extra hours

The exparience in both fiscal years
shows that overtime in each department
is freguent (that is, occurring every
month, at nearly the same rate, through-
out the fiscal year) or regular (that is,
ccourring at regular intervals at certain
times during each fiscal year), or both.
It iIs frequent in nine departments--the
departments of agriculture, education,
Hawaiian heomes, Jjudiciary, labor, land,
parscnnel services, regulaztory agencies
and transportation, For example, the
department of agriculture maintained a
fairly consistent average of 550 over-
time hours per month in fiscal year
1964-65 and 400 hours per month in
fiscal year 1965-66; and the department
of perscnnel services had about 140
extra hours each month in fiscal year
1%64-65 and 154 hours each month in
fiscal year 1965-66.

converted to time and a half equal
252,000 hours. 252,000 divided by
1,664 equals 151.4.

6See appendix D, p. 96, infra, for
overtime totals by departments for
fiscal years 1964-65 and 1965-66.



gvertime is frequent in seven other
departments; bat each of these depart-
ments also experience additional hours
of overtime regularly at certain times
guring each fiscal year. These seven
departments and their moments of in-
creased overtime hours are: the depart-—
ment of accounting and general sarvices,
which incurs additional hours regularly
in the months of December, January, May
and June; the department of planning and
economic development, which experiences
additional hours regularly during the
monthe of January and February; the
university of Hawaii, which has added
overtime during the semester registra-
tion months of September, February and
June; the depariment of taxation which
has increased hours in the months of
February and March of each year; and the
departments of defense, health, and
social services, which incur extra hours
of work in every month that contains a
State heliday.

Two departments do not. incur overtime
with frequency, but do experiencs it

regularly at certain times durinyg each
fiscal year. The department of budget
and finance incurs overtime in the
months of October to May of each years
and the office of the lieutenant
governor works evertime during the
months of August, September, October and
Hovember of each election year. Over—
time in the department of the attorney

general is sporadic and minimal.
DIRECT COST OF OVERTIME

All overtime adds to the direct cost of
producticn. Overtime increases the out-
put cost, not simply because additional
nours of work must be paid for, but
because the additional hours must be
paid for at a premium--at one and one-
half times the regular, hourly rate.
Just how much overtime is adding to the
direct cost of cperating the State
govermment is indicated in the following

paragraphs.

1. Fiscal year 1%6%. The average,
regular, hourly rate of pay of all

enmployees who worked overtime in fiscal
year 1964-65 was $2.71.7 The average,

premium rate for overtime was, therefore,
1% x $2.71, or $4.07 per hour. At this
premium rate, the 168,000 overtime hours
worked in the fiscal year cost the State

approximately $684,000, thus:

168,000 overtime hours
@ $4.07 per hour = $683,760.

2. Fiscal year 1966.% In fiscal year
1965-66, the total overtime hours were
substantially the same--perhaps slightly
more--as in fiscal year 1965, and fairly
evenly distributed between the two
halves of the year. The employees

Trhis figure may vary a few pennies
plus or minus. It is, however, as

accurate a figure as we can secure

from available data.

Bat the time of our examination, the
year—end, total overtime hours and the
cash expended for overtime earned in
fiscal year 1966 were not availlable,
In the first place, our study was
limited to the period July 1, 1864, te
March 31, 1966. In the second place

who performed extra hours of work in the
fiscal year were generally the same ones
who worked overtime in the pricr year.
But, because of the normal incremental
step increases provided by section 4-9,
RLH 1955, as amended, and the incremen-
tal and general pay increases granted to
public employees by Act 2&3, SLH 1965,
the average, regular hourly rate of pay
of these employees was $2.78 during the
first half and $2.98 during the seceond
half of the year. Based on this rate
of pay, the direct cost of overtime in
fiscal year 1966 was at least $726,000,
thus:

even if our study covered to the end of
June 30, 1966, we would not necessarily
have the figures available, inasmuch as
overtime records are not accurately kept
and opvertime claims are often made after
the clese of a fiscal year. {See our
comments contained in chapter 3.} It
was, therefore, necessary for us to
estimate the cost for fiscal year 1966.
The estimate, of course, contains
certain assumptions. These assumptions
are explained fully in Appendix E,

pp. 97 to 101, infra.



First half of fiscal year:

84,000 overtime hours
@ $4.17 per hour
(1% x $2.78) = $350,280

Second half of fiscal year:

84,000 overtime hours
@ 54.47 per hour
(1% x $2.98) = 375,480

$725,760

3. Fiscal year 1887. We estimate that
in fisecal year 1966-67, the direct cost

of overtime to the State will be at least

$810,000. We are ynable to foresee or
even approximate the total overtime
hours which will be incurred in the
year. But, based on the experiences of
fiscal years 1965 and 1966, it is expec-
ted that overtime will total at least
168,000 hours--the same as in fiscal
year ].9(-3:5.9 The regular, hourly rate of
pay of the employees working overtime

will, however, increase, to an average

9See Appendix E, pp. 97 to 101, ingra,
for an explanation of this assumpticn.

10

of $3.21, because some of the employees

will enjoy an incremental step increase

at various times during the year under

gsaction 4-9, RLH 1955, as amended.

The estimated cost is calculated thus:
168,000 overtime hours

@ $4.82 per hour
{1% x $3.21) = $809, 760.

Of course, heliday premium pay will
constitute a portion of the $810,000.
However, holiday work accounts for not
more than 25 percent of the State's
total overtime cost. Thus, more than
$600,000 will be needed in fiscal year

loUnder section 4-9, RLH 1955, as
amended, the incremental step increase
is 5%. However, hecause nct all of_the
employees will be entitled to such in-
crease during fiscal year 1967, and
because those employees entitled to the
increase will receive it at variocus
times during the year, the $3.21 was
calculated on the basis of an average
2% increase in increment. See Appendix
E, pP. 97 to 101, infra.

1967 to pay for all overtime, other than
those caused by work on holidays.ll

The following cobservations are pertinent
with respect to the estimated cost for
fiscal year 1967: {a) the estimate is a
conservative one and is only the minimum,
anticipated cost to the State: and ()
the estimate reflects only the premium
cost of overtime. There are other
direct, overtime costs, such as the cost
of extra bookkeeping, overhead and pay-
rell taxes, the examination of which is
beyond the scope of cur study.

llAct 40, SLE 1966, appropriated
$100,000 to meet the anticipated demand
for more cash to pay for overtime in
fiscal year 1967, The demand was anti-
cipated in the light of the act's man-
date for the payment of eash for all
overtime, unless the employee elects to
take time off. $100,000 is, of course,
much less than the estimated cost of
$B10,000, and the departments. will
necessarily have to resort to "depart-
mental savings" to meet overtime cash
payment needs. $100,000 was selected

11

INDIRECT COSTS OF GVERTIME

Overtime not only increases the direct
cost of produetion, but it results in
added indirect costs as well. Unlike
the direct costs, however, indirect
costs are difficult to measure, Never-
theless, the fact that indirect costs do
inersase whenever ovaertime is incurred
is accepted as a natural consequence of
overtime by these in the field of
personnel administration.

Additional, indirect costs resuls
because overtime disproportionately
inereases the cost of output. The
premium for each hour of overtime work

arbitrarily by the State lagislature,
since nonme of the departments could
supply statistical data to show how
much overtime would cost the State.
The departments have been unable to
supply such statistical data hecause
of their inadequate record-keeping
system., The lack of adequate overtime
records is discussed in chapters 3 and
4. The wisdom of using "departmental
savings" to pay for overtime is dis-
cussed in chapter 4,



consists of the employee's regular,
hourly rate, plus 50 percent, Theoretic-
ally, the 50 percent increase in the
rate of pay should increase the cost of
production by 50 percent. But, this
would be tree, only if the same produc-
tivity rate is maintained during an
overtime hour as in a regular hour.

In practice, an overtime hour does not
produce the same amount as a regulaxr
hour. Thus, in fact, the additional
cost of production is more than 50
percent. -

Studies conducted in private industries
reveal, for example, 2 that by increas-
ing working hours 20 percent--from 40 to
48 hours--you do not get a 20 percent
increase in production. More likely,
the increase is 18 percent, IXn ather
words, the eight overtime hours will not
rasult in production equal to that of
eight regular time hours: rather, the

lexample is taken from Malley,
"Overtime or More Help? - A Check List
of Factors to Consider." 42 N.A.A.
‘Bulletin 53, 55 {October, 19507,

12

eight overtime houvs are likely to be
equal in production to 7.2 regulay time
hours. Since the eight overtime hours
must be paid for at a rate equal to 12
hours at streight time in order to get
about 7.2 hours more productivity, this
means that a premium of 67.percent ig
being paid to get this extra output,
This is illustrated in the following
example (at a straight hourly rate of
$2.00) : ' ‘

8 hours overtime
@ $3.00

Output (90% of 8)
7.2 hours @ $z.00C

$24.00 paid

14.40 earned

$ 9.60 excess
$9.60 » $14.40 = 7%

There are several reasons which account
for this decrease in productivity during
overtime hours, One of these is that
additional hours of work cause mental
and physical fatigue. Fatigue leads
ko inefficiency and inefficiency breeds

errors. In one experiment, cvartime

13Illustratinn is taken from "How Over—
time Pads your Costs," 7 Bupervisa
Management 24, 25 {Sept.ember, 1962).

workdays were alternated with noxmal
workdays. Errors in employees' work
rose from an average of about .7 percent
for a normal workday to an average of
more than 1.5 for each hour of overtime.

Not only does output costs increase
during pvertime hours, but if overtime
is incurred regularly, frequently or
continuously, the output costs during
regular working hours may increase also,
This is because when an employee becomes
accustomed to overtime earnings, he may,
consciously or unconsciously, hend to
slow-down, stretch-out or "make work"
when he notices that the production-load

is diminishing.

EMPLOYEE'S EXPECTATION OF ADDED
COMPENSATION

There is some uneasiness among the State
departments that overtime is being
ineurred with such regularity and fre-
quency that it has become an accepted
practice and that employees are bhagin-
ning to expect it and to consider over-

13

time pay as a part of their nomal and
regular compensaticn. Employsss in somae
of our State departments have been known
to turn down new job offers, because the
offars were less than their regular pay,
plus overtime pay.

Yet, premium pay for overtime was never
meant to be a part of the regular wage
structure nor te increase the total,
regular earnings of the worker. Histor-
ically, premium pay for overtime gained
emphasis as a result of the fedaral Fair
Labor Standards Act of 1938. The act
mandated all industries in interstate
coﬁmerce, to pay time and & half for all
work performed beyond 40 hours per week.
The initial intent of this legislation
Was not to increase the earnings of the
worker, but, born in the dayes of the
depression of the 1930's, it was intend-
ed to reduce the work week and thereby
spread the opportunity for employment.
Overtime premium pay for government
workers came about as a direct result

of tha increasing practice in private
industry of paying premiums.



While the validity of the theory under-
lying the Fair Laber Standards Act can
and has been argued, it should be clearly
understoed that overtime pay was not in-
tended to be, and is not now intended to
be a part of the regular income of the
workers. The prime purpose of aovertime
compensation is still to discourage work
in excess of the nomal work week.

POSTSCRIFT

That. overtime is being incurred regularly
and frequently in our State government,
that it is costing us money, and that it
harbors potentially undesirable effects,
by themselves, do not justify any sweep-
ing conclusion that the State government
is not utilizing overtime properly. HNor
de they suggest the oppesite conclusion
that overtime is being properly used to
aid the State in achieving its missions
efficiently and econcmically, Neither
conclusion ¢an be reached without an
examination of the State's practices in

administering overtime. The remainder
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of this report is devoted to such an

examination.

PART Il

ADMINISTRATION OF OVERTIME IN THE
STATE GOVERNMENT AND SOME
RECOMMENDBATIONS FOR IMPROVEMENT

CHAPTER 3
DEPARTMENTAL ADMINISTRATION OF
OVERTIME

Whether or not overtime should he in-
curred is & decision which is made by
each department at the operating level
of govermment. The operating depart-
ments, therefere, have the direct znd
primary responsibility for the proper

administration of overtime.

Each department has certain specifig
tasks which it must fulfill. The empha-
sie in each depariment, as an crganiza-
tional unit, is on production. This
stress on production requires management
to reach cut for those means which will
aid the agency in getting its job done.
Overtime offers one of those means. The
extra hours provide the added man-hours
needed to get the work out. But, because
of overtime's natural characteristics,
management's responsibility with respect
to overtime neither begins nor ends with
a mere stamp of approval to permit the
agency's employees to work extra hours,

We believe that management's responsibil-
ity toward overtime is wider in scope.
Management has at least three distinct
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duties: to¢ authorize, to supervise, and

to review. Each of these, because one
follows the other, may be viewed as a
distinct phase in the entire overtime
process. In this chapter, we discuss
these duties, examine how well the
operating departments are performing
each, and, where required, recommend
improvements in the discharge of each
of them,

AUTHORIZATION

Except for overtime due to holiday work
at institutions whose functions regquire
24-hour coperations, each instance of
overtime arises as a result of manage-
ment's authorization. The decision to
authorize overtime is generally made in
the context of the "need (whether real
or not} for meorxe man-hours to get the
job done." When management is faced
with many problems, all pressing for
solutions at the same time, the need
appears real enough and overtime is an
expedient means of disposing of at least
this cone knotky problem. However,



hecause overtime is not without its
consequences, financial and otherwise,
the decision te authorize extra hours

of work ought to be a deliberate, rather
than an expedient one.

Generally, the pressures under which
management must make its decision on
overtime do not allow for sophisticated
reseaxch, MNevertheless, for the decision
authorizing overtime to be sound, it is
incumbent upon management to ask itself
and considex, however briefly, the
following questions.

{1} 1Is the need real? Can the deadline
be postpened? Can the deadlines for
other tasks the employee is required to
perform be postponed to accommodate the
need to get this particular work done?

{2) what ars the ckills raquired to get
this job done? Can other employees in
the section or department performing
less essential work be used to finish
this job?
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(3) If additional man-hours must
necessarily be incurred, is overtime

the most efficient and the cheapest way
of providing those.additional man-hours?
Is it cheaper to hire temporary help or
to contract the work out? What funds
are available to pay for overtime, to
hire outside help or to contract the
work out?

These questions suggest that there are
alternatives, other than overtime, in
getting the job done. It is not our
purpose to evaluate the comparative
advantages and disadvantages of the
various alternatives. It is enough
that we note that alternatives are
available. Our purpose here is to
determine to what extent, if at all,
the various departments consider over-
time as but cne of several alternative
means of accomplishing their tasks.

We find that management at the operating
level generally authorizes overtime as a
matter of expediency, rather than as a

result of a deliberate consideration of
the alternatives and all relevant fac-
tors. This expedient use of overtime

is perhaps best summed up in the comment
made by the department of accounting and
general services in response to our
questicnnaire. Tt candidly explained
that it authorizes overtime "when money
is available and work needs to be done."
The department of accounting and general
services is not alone in making "avail-
ability of funds" the primary criterion
for management's decision teo authorize
or not autheorize overtime. A memorandum
issued by the assistant superintendent
for personnel in the department of
education, dated March 21, 1966,

contains this passage:

"Dus to the lack of funds for over-
time payments, authorization for
overtime work will be granted only
upon special permission and prior
approval as per my memo te branch
officers dated February 14, 1966."

The February 14, 1%66, memo, referred to
by the assistant superintendent, states
as follows:

"Having been advised that funds
are becoming very tight, I am
therefore directing thet no
overtime he permitted in this
division until further notice.
If there is an area wherein
overtime is eritically needed,
you are to discuss this with me
before permitting overtime."

The overtime policy of the department
of regulatory agencies, dated August 15,
1861, and reiterated on March.13, 1964,

states:

"Because each of our appropriations
did not provide funds for overtime
pay, the Treasurer will net author-
ize any payments of cash for over-
time work unless extenuating
clrcumstances warrant."

"Availability of funds" is certainly a
factor to consider. However, it does
not, by itself, determine whether over-
time is the best solution. Moreover,
since overtime is intended as a tempo-
rary measure to tide the department over
in a workload pinch, it ocught to occcur
but sporadically and should be author-
ized in all cases, even if funds are

available, only when it is "critically



needed" or when "extenuating circum-

stances warrant."

That the departments consider avertime
as an expedient device is further
demonstrated by the informal manner

in which it is authorized:

1. Except for the departments of agri-
culture, budget and finance, health, and
regulatory agencies, no department
requires, as a matter of department
poliey, prior wriktten authorization to
incur overtime, Overtime is permitted
generally on the basis of "Come in
tomorrow (Saturday)" or "Stay a few
hours later today." Where prior written
anthorization is reguired as a matter of
department policy, the policy is often
violated, if not intentionally, at least
in spirit. The department of budget and
finance, for example, authorizes aver-
time “"until further notice." Except in
emergency cases, which threaten human
life or property, the apparent need for
overtime lends itself to prior manage-
ment deliberation.
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2, In some departments, the determina-
tion of whether or not overtime should
be incurred is left to the employee him-
self. For example, in the department of
education's Honolulu district office, the
secretary herself determines whether or
not she will work cvertime. Self-
determination does not permit independent
judgment as to the "need" for covertime
or to the selection of overtime in lieu
of other alternatives. Such practice,
moreover, amounts to an abdication by
management of its responsikbility to
control and to make decisions on the
expenditure of public funds,

Qf course, for the departments to
consider all alternatives, when
pressures are demanding a quick
decision, it is necessary that all
relevant data on each of the alterna-
tives be readily available. It is
incumbent upon management teo accumulate
and store such data before pressures for
more man-hours arise. Some data, such
as the per hour cost of outside hires,
can be secured at any time. Other data,

such as the relative importance of the
various tasks which the departments must
perform, arise as a result of manage-
ment's review of the department.'s over—

time experience.

Recommendaticns

We believe that unnecessary overtime
can be greatly minimized if the various
State departments would consider over—
time as something more than an expedient
device,

1. We, tharefore, recommend that each
State department authorize overtime
only after a careful evaluation of the
"necessity" for extra hours of work and
full consideration of all pessible
alternative means of accomplishing its
tasks.

2. To foster such careful evaluation
and full consideration, we further
recommend that each department require
the prior written authorization of a

superior officer before any overtime
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work is performed by an employee, except
in cases of emergenay which threaten

human life or property.
SUPERVISION

Overtime, when authorized, requires
management control to insure that only
that overtime which has been specifi-
cally authorized is performed; that it
is performed preperly: that the overtime
produces the expected results; that
overtime is properly compensated for;
and that compensation is paid on,iy for
the overtime actually performed and only
to the emplcyee whe has performed the
extra hours of work. At gresent, none
of the State departments exercises that
needed contrel. This lack of centrol

is evident in (1) the departments’
inadeguate maintenance of o\;'ertime
records, and (2) the departments'
undesirable and informal practices.

1. Inadequate maintenance of overtime

recerds. Adeguate ¢ontrol requires

adequate records., Without the right



kind of records, management cannct ren-
der that supervision which is needed to
insure proper performance of and payment
for overtime. Currently, the state of
the records of each State dapartment is
such that it is impossible to determine,
at any given moment, or for any given
month or peried, for the organizational
unit as a whole and for each employee,
the hours of overtime actually worked,
the hours paid for in cash, the hours
paid for by compensatory time off and
the hours still unpaid.

The following are specific deficiencies
in the departments' maintenance of
overtime records.

1. The departments have no system of
reporting and recording. More than
one-~half of all State departments
acknowledged, in respense to our
questionnaire, that they have no
systen of any kind for recording
overtime. Those departments which

Not all overtime is recorded as it

is authorized and parfommed. The
departments authorize overtime infor-
mally and verbally. Prior written
authorization is hardly ever issued.
In addition, no written record is
kept as overtime is performed. Thus,
management is unable to render any
running account of how much overtime
is being authorized or performad,

Compensatory time off, when taken,

is not always reccrded, 1In response
to our inguiry, all but five depart-
mentsl admitted that they do net
record in writing all instances of
compensatory time off. Management
thus lacks proof of payment for over—
time when claimed by an emplovee.

Cash payment records consist simply

of carbon copies of the department
of accounting and general services'
"Time Eheet", (DAGS~29 form). ALl

claims for cash payment for overtime
performed must be submitted to the
department of accounting and genaral
gservices on the DAGS-29 form.la fThe
form is essentially a claims form and
is intended to assure mathematical

accuracy in the overtime premium
calenlation; it does not assure the
correctness or propriety of the over-
time hours.

Records, where kept, are maintained
in a messy and shoddy manner. I£

responded that they do have a system,
in fact, maintain records which are
incomplete and fall far short of the
minimum needed for supervision.
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1'I‘he departments of agriculture,
budget and finance, Hawaiian homes,
requlatory agencies and lieutenant
governor.

laSee Appendix G, p. 106,
infra, for a copy of DAGS-~29% form.

regcords are kept, they reflect only
the compensatory time off taken and
cash paid for overtime. BPuk, thesg
records consist primarily of volumi-
nous stacks of loocse sheets of paper
and cards, including the carbon copies
of the DAGS-29 forms. A single sheet
is for a single employee, and it some-
times notes only cne instance of over-
time: at other times, it notes several
instances of overtime. There may be
as many as 10 sheets for a single
employee for 10 different instances
of overtime occurring within a month.
By the same token, there may be a
single sheet for an employee for sev-
eral instances of overtime worked
over a perled of saveral months,
sometimes extending into the prior
fiscal yeazr. The number of sheeis
maintained for each employee depends
on how often the employee files a
«laim for compensatory time off or
cash payment. None of the depart-
ments has summarized any of the data
by employee, month or cther time
periecd, or sought to maintain a
running account of the department's
overtime experience,

The foregeing inadequacies in the

maintenance of overtime records were
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the principal reason why we were not
able to present in chapter 2, a precise
figure on the State's overtime experi-
ence for fiscal years 1965 and 1966,

First, since there is no running reccrd

of authorized cvertims, overtime per-
formed, and the hours remaining unpaid
for any time period, it was necessary
for us to rely upon the incomplete time-—
off records and the DAGS-29 cash payment
claim forms and estimate therefrom the
total overtime hours for both fiscal
years. Second, we had to take each
sheet of overtime claim, segregate the
informaticn contained on each sheet by
employee, menth and hours, and aggregate
the totals by those categories in order
to approximate the hours of overtime
actually performed during each month of
fiscal years 1965 and 1866.

2. Informal practices. The departments
have further dissipated thelr power of
control by the following informal and
undesirable practices.



Employees are pemmitted to maintain
their own records of overtime work
performed. Employees in the several
departments keep their own records
of overtime. Claims for payment are
submitted on the basis of the employ-
eas® personal records. In the
absence of an official departmental
record as to exactly what overtime
work has bean actually performed,
there is no way in which the
department heads are able to check
the veracity of the claims.

The depariments grant time off in an
informal fashion. Time off is often
paermitted by the departments on an
informal basis. “Report to woerk
late tomorrow, since you worked late
today."” is one of the ways in which
time cff is granted. Such informal
method does not permit later evalua-
tion of whether or not overtime has
in fact been paid by time off.

Records, when kept, are destrovyed
too scon. In some departments, time-
off records are destroyed almost as
soon as commitments are met. Thus,
at Hale Mchalu, the time-off records
for the nursing section for fiscal
year 1964-65 had been destroyed as
early as May, 1966, vhen we first
attempted to secure the institution's
overtime records.

Filing and payment of claims are

often delayed. The departments permit
claims for overtime compensaticn to
be filed miny months after the over-
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time work is performed. For example,
employees in the department of
education's personnel division were
paid cash on July 31, 1964, for over-
time work performed cver a pericd of
several months, dating as far back as
June, 1963--a period of slightly over
one year. The State Hospital has made
cash payments as late as four months
after the performance of overtime.
There are inherent dangers in allowing
late filing of claims. Chances of
committing errors, or receiving fraud-
ulent claims, and of disagreements
arising between management and the
employee become proportionately
greater as the time pericd bhetween
overtime work and the f£iling of claims
is lengthened. This is especially so
where management kesps ne official
record of overtime and the employee
submits a claim based cn his own
personal recerd, Although Act 40,

SLH 1965, requires that all cash for
overtime be paid within 45 days, it
does not, by its texms, provide for

2One of the reasons for these late

payments was the lack of available
cash. Just as availability of cash
should not be the primary criterion
upon which management should make its
decision to permit or not permit over-
time, it should not be the determinant
as to when the employee should be paid
for overtime work performed. In this
connection, see our comments in chap-
ter 5 on the nesd for budgsting for
overtime,

the forfeiture of the right to cash or
time off, if cvertime is not actually
paid within the 45 days. Thus, unless
management insists on prompt filing of
claims, an employes will not be pre-
cluded from filing a claim for cash
payment or time off after the 45 days
have elapsed.

Employees are allowed to borrow
overtime credits from each other.
dvertime credits sccrus to the
employee who carns them. Like
vacation and sick leave credits,
avertime credits are personal to

the employee. Yet, in the depart-
ment of the attorney general, the
borrowing of overtime-credits by
those without from those with,

for the purpose of taking time

off from work, is practiced by the
employees. This is not proper.

We do not permit an exchange of
vacation or sick leave credits
among employaes. Likewise, there
is no justificaticn for the exchange
of overtime credits. Such practices
add to the burdens and cost of main-
taining full and accurate overtime
records.

The departments permit informal
waivers of legitimately earned

overtime. Employees in various
departments often work uvertimg
without being compensated for it,
cithar in cash or by time off.
Sometimes, employees expressly
waive their cvertime hours, even
though the hours are preoperly
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recorded. TFor example, two employees
in the department of agriculture
waived over 300 hours of recorded
overtime, because of insufficient
funds and the inability of the
department. to schedule tj.n.me O)_Sf.

in other. instances, overtime 1s
impliedly waived by simply failing

to ask for overtime credits. Whether
exprass or implied, waivers.s are often
made informally, and no written
records are m¥intained of such waiver.
The fact that employees waive overtime
is highly commendable. However, both
expraess and implied waivers of over—
time have occurred because of the
assumption on, the part of the employ-
ees that the department did not have
cufficient funds to pay for overtime
and the "inability", due to heawy work
load, to take tLime off. TUnder Act'40,
the determinaticn of whether overtima
should be paid for in cash or by time
off is no longex to be made by manage-
ment, as was the case prior to the
enactment of the act. Act 40 vests
the right of elsction to take ca.gh

or time off in the employes. This
means that there is likely to be‘less
and less waiver of overtime credits
by employees. This, in turn, means
that informal waivers of overtime \-g:.ll
no longer suffice. IL hanagement -is
to retain centrol of overtime compen-
sation, all weivers, whether express
or implied, should be in writing.



Recommendations

We recommend that each department

1. establish a system of reporting and
recording overtime so that an official
written record may be kept of all gver—
time authorized, perfommed, compensated
for, and not yet paid for;

2. as part of the system, summarize the
department's overtime data by months,
sections or units, and employees;

3. discontinue its practices of
informally granting time off, relying
on employees’ rstords of overtime work
performed, destroying records without
maintaining them for a reasonabla length
of time, permitting late £iling and pay-
ment of claims, pemitting employees to
exchange overtime credits and permitting
informal waivers of overtime credits.

REVIEW

' The third and last phase of the overtime
cycle is review. Management must
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periodically conduct a review of the
department's overtime situation, if over-
time is to be ‘an effective instrument of
managemant. Specific ends which are .
sought by the review process are (1) to
identify and to selve, whare possible,
the underlying causes which give rise to
the need for overtime, and {2} to accumu-
late the data neceded to enable management
to make raticnal, rather than expediant,

decisions in authorizing future overtime,

1. BReview to identify and solve undar-
lying causes. Repeated overtime is often
a symptom of some organizational or
procedural defect. It may indicate an

imbalance between organization and func-
tions, or man-hours and work load, or
methods and volume of work: sometimes,
the shortcoming is in the failure prop-
erly to combine the resocurces—-men,
machines and materialw-to turn out the
desired product or service as expected.3

3"Ten Ways to Save Overtime," 29

American Business 40 {September, 1959);

Potter, "The Use and Abuse of Overtime, "
27 Supervision 4 {September &, 1965) .

An identification of such underlying
deficiencies and prompt action to cor-
rect them will keep pressures for over-
time from building up.

While the necessity for review is clear,
apparently, no State department ever
seriously carries out this responsibil-
ity. Once overtime is performed, the
cycle stops. Qur attempt to determine
the reason for this lack of review hy
the departments elicited the following
kinds of replies. One department's view
was that it couldn’'t keep up with its
work load "to be bothered with evalua-
tion." Ancther department simply stated
that no evaluation was necessary because
the reasons for overtime are "cbvious."
Some underlying causes are, indeed,
obvious, and some departments have iden—
tified the basic problems. However, the
review process seeks not only to identify
the underlying problems, but also to
£ind ways to alleviate them. In cur

opinion, the chief reason why the de—
partments do not make a systematic
review of their overtime experiences is
that thay are ill-egquipped to do so.

This is not surprising, since the dew-
partments. fail to maintain adeguate
records upon which a review can be con-
ducted. The review process reqguires a
record of overtime by sections, units,

time, and employee, among other data.

In the absence of review, the depart-
ments have sought to justify, rather than
analyze, their overtime- hours. Thus,
work load increase, deadlines, seascnal
and cyclical demands, hew programs and
special projects are among the reasons
cited over and over again by the depart—
ments.4 For example, the department of
education blames overtime on increased
work lcad, brought about as a resulf of
the need to adjust teachers' pay to the
new salary schedule and to implement new
programs mandated by the legislature;
the department of budget and finance
maintains that it needs to work over-

time to work cn the administration's

4n summary of the causes cited by the-
departments for overtime is contained in
Appendix F, pp. 102 to 105, infra.



annual cperating budget; the department
of taxation alleges that overtime is
needed during the annual income tax pro-
cessing season; the University of Hawaii
says that overtime is required during
semester registrations; and every depart-
ment belabors the point that it needs
overtime in the months of August to
November Lo prepare the department's
budget for submission to the State
budget cffice.

Program expansions and additions,
cyclical and seasonal needs, special
projects and reports, and deadlines do
sometimes require additional man-hours.
But, legislétively~mandated inereasas in
work load are normally accompanied by
authorizations to iqcrease staff, and the
amount of work needed to complete special
projects and tc meet deadlines and cycli-
cal and seasonal work loads is frequently
predictable. This means that overtime
cannot always be attributed to these
apparent or superficial causes.

2. Beme underlving causes of overtime
-and suggested actions. An in-depth
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analysis of a department’'s overtime ex-
perience may well lead to any number and
kinds of underlying problems. The fol-
lowing are among the kinds of organiza-
tional and procedural deficiencies which
a review can suggest. The identification
of the basic proklems generally indicates
the action needed to correct the defici-
ency. The listing, of course, is primar-
ily illustrative, although the examples
reflect the overtime situations as they

currently exist in the State departments.

a. Unequal distribution of work. Where

overtime occurs with frequency and it is
centered in one or a handful of employ-
ees, the equality of distribution of work
is immediately suspect. In the depart-
ment of education's personnel office, for
example, a small group of employees has

a history of overtime occurring almost
daily for two years or more, Cne of
these employees earned at least 566 hours
of overtime in fiscal year 1965 and 1,224
hours in fiscal year 1966. These hours
were accumulated by werking early in the

morning, staying after 4:30 p.m., and

working at nights and on week-ends and
holidays. For this overtime, the depart—
ment's justification is increased work
load and bhacklog. A c¢loser examination
reveals that this small group of employ-
ees is carrying more than its share of
work., As compared to this group of em-
ployees, there is an apparent lack or
disproportionate amount of overtime hours
earned by other employees in the person-
nel gffice. When a group of employees in
a sectlion or unit work extra hours con-
sistently, while others do not, the dis-
tribution of work among all of the
employees in that section or unit should
be thoroughly examined for ineguity in

work load.

b. Inadequate scheduling of work.
Overtime is sometimes justified on

the ground that the nature of the work
required to ke performed entails work
at odd hours, in the evenings and on
saturdays, Sundays and holidays. This
is particularly true with respect to
employees whose duties are essentially
those of inspecticns and investigations,

which must, by necessity, be performed
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from time to time after hours and on
Saturdays, Sundays and holidays. Thus,
overtime is earned by meat, commodities
and plant quarantine inspectors in the
department of agriculture, by fish and
game wardens in the department of land
and natural resources, and by inspectors
and investigators in the department of
regulatory agencies. In addition, harbor
pilots in the department of transporta-
tion work overtime when ships arrive at
hours other than the normal working
hours; employees of the Youth Opportunity
Center work with children at all hours
and on week-ends; and the University of
Hawaii bookstore is open in the evenings
to care for the needs of students en-
rolled in the College of General Studies.

One of the faults which underlie over-
time performed by employees whose dutiles
require work at odd hours or at odd
times, is inadegquate scheduling of work.
part IiI of chapter 5, RLH 19553, as
amended, specifies that State offices
shall be cpen during the hours between
7:45 a.m. and 4:30 p.m,, but it does not
delineate those hours as the regular



working hours'for all State employees.
Further, it does not mandate a Monday
to Friday work-week for all employees.
In addition, section 5~72(ec) provides:

"The limitation of eight hours of
work'a day or forty hours a week
may be waived for the convenience
of employees by an agreement be-
tween a majority of a group of
cfficers or employees and the
head of that agency in which they
are employed. Such an agreement
shall be cancelled or amended
whensver a majority of the group
wish to cancel or amend it."

These statutory provisicns permit a
department some flexibility in sche-

uling the hours of work of its employees.

They should be used whenever the work
requirements of the depariment suggest
that their use will help alleviate the
need for overtime.

We are aware that re-scheduling of work
and staggering hours of work are not
always possible. But, the departments
of agriculture, land and natural re-
sour¢es and regulatory agencies admit
that proper work scheduling is one of

their problems. They have made some
limited attempts to re-schedule the

worxk of the inspectors and investigators.
For example, the department of regqulatory
agencies has staggered the hours of work
of its inspectors and investigators to
cover work needed on Saturdays, and the
depariment of land and natural rescurces
has handled work load and overtime by
fish and game wardens through informal
arrangements.

¢, Lack of advanced planning or inade~
guate planning. The need for a certain
type of work at a certain time each fiscal
year occurs in many departments. For
example, the department of accounting
and genesral services ¢loses its general
fund aceounts at the end of each quarter
and at the end of the fiscal year: the
department of budget and finance prepares
the administration's proposed operating
budget at the end of sach ¢alendar year,
just prior to the opening of the legis-
lative session; the University of Hawaii
conducts registrations at the beginning

of the fall, summer and spring semesters:

every department’s business office pro-
cesses payrolls twice a month, submits
departmental summaries and allotment re-
quests every quarter, and prepares the
department's budget in the months of
august to November of each year for sub-
missicn to the State budget office: and
nearly every department has staff or
board meetings periodically.

These cyclical and seasonal nesds are
known in advance. The work required is
generally a part of the normal functions
and duties of the departments. Under-
standebly, at times, additional man-hours
may be needed at cyclical and seasonal
peaks. However, when overtime occurs
with regularity at each qycle and season,
the underlying cause may be traced to a
lack of adequate, advance planning. Ad-
vance planning includes estimating the
man-hours which will be required to do
the work which comes in cycles, beginning
the eycle or seascn on a date sufficient—
1y in advance, taking stock of other work
needs and setting priorities for work
which must be done, arranging for
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temporary hires where it appears such
hires will be more economical than the
incurrence of overtime by regular employ-
ees, and simplifying work procedures.

That, with advanced planning, overtime
can be kept o a minimum even if work is
cyclical or seasonal in nature is exem-
plified by the experience of the depart.-
ment of +axation. That department has
cyclical demands during tax filing
periods and when real property assess-—
ment notices are mailed out twice a
year., Yet, that department has one of
the lowest overtime hour records among
the State deparitments.

Sometimes the problem lies not so much
in the lack of planning, but in the lack
of adequate planning. Inadequacies in
planning arise when man-hours ars grossty
under— or over—estimated, work load is
improperly forecast, relative imporiance
of various tasks or various phases of
work are misjudged. In the highway de-
sign section of the department of trans-
portation, for example, in fiscal year



1964-65, 25 percent of the time was spent
on design revisions. Some of the revi-
sions were required because bids on
projects went beyond expectation. Other
revisions ocecurred because bhysical
changes to bropesed land areas for high-
way routaes took place after tha design
plans had heen completed. We do not
intimate that ail design revisions can
be eliminated. We do suggest, however,
that better planning controls should ba
exercised to reduce, as much as Possible,
the freguency with which designe are
revised,

d. Duplicating work or perfonning non-

2ssential work. Overtime often oeccurs
because employees are required to perform
unnecessary or duplicating work. Earlier,
w& mentioned that continuous ovartime,
lasting for more than two years, is being
experienced in the department of educa-
ticn's personnel section. Our analysis
shows that much of the overtime is spent
by the employees in the transaction sec-
tion of the Personnel division in checking
on the "length-of-service" data of teach-
ers for payroll purposes. This work is
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a duplication of the work already per-
formed by the certification section of
the personnel division.

Sometimes, extra hours are unnacessarily
worked because of faulty internal Proce-
dures. 1In September, 1965, the employees
in the transaction section of the depart-
ment of education's Personnel division
worked overtime £illing out the depart-
ment of accounting and general services
form, known as "Form 5", Form 5's are
required in establishing teachers' pay,
Data needed to verify the axperience and
educational background of newly-hired
teachers’'were late in arriving from
universities ang celleges and other
school districts. Because of the late-
ness in the arrival of the data, the
department of accounting and general
services had informally waived the need
for the filing of Fom 5's for the pur-
Poses of the September payroll, Never-
theless, the employees in the transaction
section worked overtime filling out the
Form 5's for the Sepiember Payroll. Such
overtime work was, of course, under the
circumstances, unnecessary. It appears

that the payroll section of the business
office of the department cf education had
failed to notify the transaction section
of the personnel division of the informal
waiver granted by the department of
accounting and general services. Such
s1lip in communication points to the

need for better procedure.

&, Vacancies. Vacancles contribute to
overtime. The work load which would
nommally be assumed by employees in

those positions must necessarily be
spread among the existing persennel who
are already burdened with full work load
of their own. Long-standing vacancies are
one of the major causes of overtime in
the department of transportation and

at the State Hospital,

At the department of transportation, the
highway design section, which accounts
for 25 percent of the department's over-
time hours, had, at the time of our
examination, 10 professional engineer
'and drafisman positions vacant. These
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positions constituted 18.5 percent of

the 54 authorized positions.

At the State Hospital, the nursing
section, which accounits for approximately
70 percent of the hospital’s overtime
hours, averages 12 vacancies a month.

The hospital as a whole experienced a
monthly vacancy rate of about 10 percent
during the pericd between July 1963, and

April 1966.

Qther State departments experience
vacanclies. While the vacancies may not
constitute the major cause of overtime
in these departments, they do contribute
te the total overtime hours. For ex-
ample: the vacancy in the project

5 i £ the vacancies in the
riousness o
hzgiw:; design section is illustrategabg
this comparative figure bgtween man;h v
required and man-days available in ; .
section during fiscal year 1864-65. =]
the entire fiscal year, 11,000 man-days
were available, whereas just forlgsglx;o
month period between January 1, 'e—
June 30, 1965, 10,900 man-days were rwas
quired. The requirement, of course,
made up, in part, by overtime.



manager’s position in the department

vacant engineer's positions.

of Hawaiian home lands is said to ha i Step Av. monthly But, overall, a cons%derable_

i . ve Months Position time spent amount of time is still reguired
caused some overtime; the Youth Position Remained Unfilled staff study ) to £ill vacant positions.
Opportunity Center has had three of L. . approval of dept. head )

: - C%v1l Enqgineer III 14 sﬁgmission of request ) 7 months . The third-shift personnel for the
the 29 authorized positions vacant for Civil Engineer II 17 to dept. of budget ) University of Hawaii's Computer
some time: and the University of Hawaii Civil Engineex [ 18 and finance ) Center was proposed in August,

] Civil Engineer I 21 1965. It secured execulive
Computer Center has not been able to Fill Civil Engineer I 11 Approval under manpower approval in October, 19265.
@ third-shift position since August, 1965 ~ Lngineering Draftsman IT 5 contrel procedure 1 month The £illing of the vacancy,
‘ ) - Engineering Draftsman T 22 however, is being delayed
causing the second-shift supervisor to Engineering Draftsman I 1 preparation of eligible pending classification of the
work 25 to 30 hours overtime per month gi:gtzﬁ:: ig register position by the department of

to make up for the loss.

Vacancies are to be expected from time
to time, and we do not imply that every
vacancy must be filled. However, posi-
ticns in eritical program areas, which,
if left vacant, resnlt in continuous
overtime, should not be permitted to
remain unfilled for extended periods of
time. Yet, the filling of vacancies

in these critical program areas are
sometimes unnecessarily delayed. The
fellowing are examples of this delay.

. The vacancies in the 10 professional
pesitions in the highway design sec~
tion of the department of transpor-
tation had been vacant, at the time
of our examination, for the following
time periods:

32

The failure to fill these positions
with reasonable speed has been due,
in part, to the following, time-
consuming procedure required by

the department of transportation

to £ill a vacancy: (a) starf study;
{b} approval by the department head:
(e) submission of request by the
department to the department of
budget and finance under the man-
power contrel preocedure of the

Staté; (d) approval under the man-
power contrel procedure; (e) prep-
aration of the eligible register:

(£) interview of eligible candidates
by the department of transportation‘s
evailuation board:; (g) selection of
the employee. The average time spent
in these steps is as follows:

Interviews by evaluation)
board ) 3 months

selection of employee )

From the chart zbovs, it is
evident that a gocd portion
of the delay in £illing
positions is within the
department of transportation
itself., The State manpower
control procedure has been
relaxed so that, other than
in newly-created onas, all
vacancies in engingering
positions, and all vacangies
ccourring after July 1, 1986,
in draftsman positions can be
filled witHout the necessity
of securing prior "manpowex”
approval. Some streamlining
of procedure has taken place
within the department of
transportation. For example,
staff study time has been cut
with respect te the £illing of
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personnel services.

£. Absenteajam. Absenteeism, like
vacancies, in critiecal program areas,

results in overtime. Employees with

work loads of their own must fill in for

those who are absent. In addition, the

taking of a sick leave at the last minute
requires changes in shifts among person-

nel without the usual 48-hour notice.
Under the statute, a change in shift
without a 48-hour notice reguires the
payment of overtime compensation.

Our analysis reveals that sick leaves
appear to be excessive and therefore
constitute an urgent problem at the
health and protective institutions.



At the State Hospital, in fiscal year
1965, soven registered nurses in the
Diamond Head unit and nine in the
medical-surgical service unit averaged
20 sick days per person, and the 54
employees in food service averagad 16.6
days per person. The hospital as a whole
averaged 12.2 days of sick leave per
employee, In fiscal years 1965 and 1966,
sick leaves accounted for 50 percent of
all gvertime in the mursing secticn and
more than 75 percent in the food section.
In addition, the nursing and food sec—
tiocns accounted for 86 percent of the
Stete Hospital's total overtime hours in
both fiscal years 1965 and 1966. The
seriouvsness of the sick leave problem at
the State Hospital is svident when the
hospital's sick leave rate is compared
with the latest state-wide average of 7.1
days of sick leave par employee.e Signif—
icantly, overtime hours increased at the
hospital, even though there has Been a

8 sy

ﬁawall State Hospital Audit: Termina-
tion and Sick Teave Study, September
1965, Tables IIL - V.
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drop in patient leoad. The officials at
the State Hospital admit that there is a
need for new staffing patterns to take
care of the manpower shortages caused hy
sick leaves and for stricter control
over absences,

At the State Prison, sick leaves average
12 days per amployee. Overtime at the
prison, like at the State Hospital, is
due in a large part to these sick leaves.
Hale Mchalu and the Detention Home both
experience overtime due to sick leaves.
In the case of the Detention Home, the
sick leave problem has been aggravated
by prolonged illnesses of the cook and

a detention officer. Temporary help in
such cases would have helped, but the
Detention Home claims that such tempo-
rary help was impossible to secure.

Where sick leaves are a problem, as the

State Hospital admits, staffing patterns
need re-examination, and administrative

controls over sick leaves need tighten-

ing,

g. DLack of performance standards. The

necessity for overtime in many instances
can be minimized by the estzblishment
of standards spelling out the level of
perfommance or oulput expected of
employees during their regular hours

of work and by insisting that employees
adhere to such standards. COvertime is
hardly justified if the overtime hours
are spent on work that should have been
accomplished during the employees'
normal working heurs. Overtime in such
cases penalizes the efficient employee
and rewards the incompetent and the

inefficient.

Performance standards are needed parti-
cularly in those departments which
experiencse overtime frequently or on a
regularly recurring basis., The employees
in such departments come te expect over-
time work. Such expectaticon exists among
the empleoyees of the department of budget
and finance, which incurs covertime annu—
ally in preparing the executive's opera-
ting budget. Expectation of overtime

has the tendency to cause, consciocusly or

unconscilously, a slow down in production
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during the regular working hours. The
employees may feel little need to produce
during ragular working hours when they
know that they'll be working overtime
anyway.

The lack of performance standards is
common to all departments--not simply to
the department of budget and finance.
Although the mere mention of "performance
standards" usually evokes unpleasant
reactions, nevertheless, the economics
of avertime reguire that they be estab-
lished to avoid unnecessary extra hours
of work.

While, in this report, we are concerned
primarily with the establishment of
standards for the purpose of controlling
the need for overtime, we note that
performance standards serve many cther
useful management purposes. For exanmple,
they are powerful problem finders. If
production drops, performance standaxds
will quickly reveal this adverse condi-
tion and enable managemenE to take
immediate corrective action. Performance

standards are also useful in detemmining



staffing needs of the departments and in
measuring and evaluating program siza,
content and progress.7

The establishment of performance stande
ards require the acoumulation of the
fellowing information, among others: a
description of the cutput; a description
of the work performed in each activity;
past work lead experience; and past em-
ployee performance, In essence, the
information required is that which the
departments should ke recording for man~
agement control purposes in any event.
There are many different ways of measur=
ing performance, and there are many kinds
of standards.” The develapment of the
standards is beyond the scope of this
freport.

7For,a discussion on the uses of perfom-—
ance standards in general, see Dwyer,
Yardsticks fzr Performance, Municipal
Finance COfficevs Ass'n. of the United
States and Canada Accounting Publication
Series No. 11-7 (September, 1962).

s:_I:gl_., see alsoc "What are Work Standards",

7 Supervisory Management 50 {Septeamber,
1962) .
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h. Re=training ard mechanization. We

mention two more items, which are not so
much identifications of underlying
causes, but which aid in keeping over-
time to a minimum. These items are
re-training of employees and mechanizing
departmental operations.

Overtime often occurs because there are
only a few employees who are frained to
do a particular kind of work. When one
or more of these employees are absent
due to illness or other reasons, the
remaining employees are required to take
up the slack. Temporary help in such
cases may net provide an adequate solu-
tion because of the technical skills
needed to aceomplish the work. In the
department of labor’s unemployment com—
pensation division, claims exmminers IT
handle non-monetary claims. Sometimes
there is an influx of non-monatary claims,
placing a temporary, heavy lead upon the
claims examiners. Movement is under way
te train all employees in the office to
handle the work of a claims examiner II
during periods when there is an urnsually

large number of non-monetary claims being
filed, Training employces to handle more
than a single transaction or operation is
indeed & manner in which the departments
may be prepared to handle a sudden and
temporary increazse in the volume of work,
without resorting to overtime.

Mechanization of procedures offers
ancther method by which the need for
overtime may be reduced. For example,
overtime in the department of Hawaiian
home lands is incurred largely in its
business operations—-opening and clesing
books, wvouchering, issuing statements

to tenants and computing interests. It
has been acknowledged that mechanization
in the posting, issuing and handling of
financial statements will alieviate most
of the overtime. There are other depart-
mants which process invoices and finan-
clal transactions. Mechanization of
operations in such departments will make
overtime less of a necessity in carrying
cul such operations, .
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Opsrations, once mechanized, will require
constant reviews for simplification and
improvement. The department of labor's
unemployment compensation divisicn, fer
example, issues at the end of each
c¢alendar year, a revised schedule of
taxes which employers must pay in the
subseguent year. Currently, the task

is accomplished on a single, card-by-~
card bagis. Mechanization improvements
are being sought so that the new sched-
ule may ke issued on a mastersheet rather
than on individual cards.

In summary. We emphasize, again, that
the above-listed underlying causes are
by nc means complete. We enumerated
these causes to make this point--that

a review is both necessary and fruitful.
Without review, and so long as overtime
is justified rather than analvzed,
cveriime will continue to plague the
departments.

3. Review to accumulate data. Earlier

in this report, we mentioned the need for
the departments to consider alternatives



and the relevant factors before deciding
upon overtime as a solution to their
apparent need for additional man-hours,
We stated there, that for management to
be able te do this, information on the
alternatives and the relevant factors
must be readily available,

It is in this review phase that sach
department develops and accumulates that
data. The review process, by its very
nature, will produce data which will
enable the departments to determine the
relative "urgency" for additional man-
hours and the relative efficiency and
economy of the various alternatives.

For example:

- A consideration of the advisability
of re~training the department's
employees will produce information
relating to the skills possessed
by the employees. Such infommation
will aid management in its determi-
nation of whether or not the tempo-
rary pressures for more man-hours
in one section of the department
<an be met by shifting employees
from other sections.
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A study of the department's overtime
aituation will reveal information
relating to work distribution, work
#chedules and relative importance

of the various tasks required to he
performed, This information is help-
ful in management's determination of
how real the need for additional mane~
hours is, how many additional man—
hours will be required to complete
the job, and whether or not it will
be cheaper to hire outside help.

Recommendation:

To minimize pressures for overtime and
te prevent the use of overtime as an
expedient solution to apparent needs,
there is clearly a need for management
t0 review its overtime experience from
time to time. We, therefore, recommend
that each department conduct such peri-
odic review to (a) identify and resolve,
where possible, the underlying causes
which give rise to pressures for over-
time, and {k) Lo establish and accumulate
all relevant data needed for management
te make a rational, rather than an
expedient, decision when pressures for
overtime do arise.

CHAPTER 4
THE ROLE OF THE STATE STAFF DEPARTMENTS
IN THE ADMINISTRATION OF OVERTIME

Although the direct and principal res=-
ponsibility for administering overtime
lies with each department at the opera-
ting level, there are certain uverview
and service responsibilities which are
required te be performed by the State
staff departments. These overview and
service responsibilities are te insure
and promote the proper and uniform
{where desirable or necessary) adminis—
tration ¢f overtime throughout the State.

The three State staff departments which
have these ovarview and service respon-
sibilities are the State departments of
personnel services, budget and finance,
and accounting and general services.

The department of personnel servicas'
responsibilities are specifically
spelled out in section 5-72(k), RLH 1955,
as amended, The section reads:

"The department of personnel
services of the State . . .
shall . . . be responsible for
the proper administration of
the provisions of this section
. . - Rules and regulations
for the proper administration
and regulation of hours of work
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and overtime compensation of
officers and employees of the
State ., - shall be promulgated
by the . . ._/personnel director
of the State/, . . suhject to the
approval of the governor . . ., .
Such rules and regulations shall
be such as to obtain, so far as
possible, uniformity and prac-
ticability in the application of
the provisions of this section.”

There is no statutory provision spelling
out. the overview responsibilities of the
department of budget and finance and the
department of accounting and general
services, specifically with respect to
the administration of overtime. Their
respensibilities stem from the general
duties assigned to them by the Hawaii
State Covernment Reorganization Act of
1959, as amended. That act specifies
that one of the duties of the department
of budget and finance shall be to "con—
duct a systematic and continuous review
of the finances, organization and methods
of each department of the State to agsist
each department in achieving the most
effective expenditure of all public funds
and to determine that expenditures are in
accordance with the budget laws and



coniérols in foree."l The same act pro-
vides that one of the duties of the
department of accounting and general
services shall be te "pre-audit and con-
duct after-the-fact auvdits of the finan-
cial accounts of all State departments

to determine the legality of expenditures
and the accuracy of accounts."2

The following sections discuss the
specific kinds of activities which are
required on the part of the three staff
departments. With respect to each
activity, the role of each staff
department is identified and examined.

REVIEW LAWS

The overtime law and all amendments,
immediately after their enactment by the
legislature, require review by the State
staff agencies to determine, at least,
{1} the intent of the legislature,

1Section 14A~13, RLH 1955, as amended.
23ection 14a~11, RIH 1955, as amended.
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(2) clarity of legislative intent and the
need for further clarifying legislation,

{3) raticnale of the legislation, and (4)
probable impact on government operations,
programs, procedures and finances.

The department of personnel services has
the primary responsibility to make this
review. Tt must, however, be aided by
the departments of budget and finance and
accounting and general services. The
latter two staff departments should as-
sist the department of personnel services,
particularly with respect to the affect
of the legislation on government opera-
tions, programs, procedures and finances,

Some review was necessarily made by the
department of perscnnel services when it
formulated and adopted rules and regula-
tions governing overtime, Such rules and
regulations could not have been fashioned
without scme examination of the intent of
the law. However, except to this limited
extent, the staff departments have not
fully performed this review Ffunction.

The following points this gut.

1. Background information on the
rationale for cvartime legislation has
never been gathered and disseminated to
the operating departments. The reason
for maximum hours and premium pay
legislation is indeed useful information
to foster the proper use of overtime,
Such information is needed, if the
operating departments are to consider
overtime as having uses beyond that of
simply "keeping up with the work lcad."

2. Data indicating the effects of the
overtime legislaticn on program execu~
tion, on management and cperational
procedures, and on government finances
have never been documented, For example:

. FNo estimate has ever been made,
either prior or subsequent to the
enactment of Act 4G, SLH 1966, of
the State's monetary or leave-time
requirements to pay for overtime.
This failure to measure cvertime's
fiscal impact was particularly
evident at the time the legislature
had under consideration the enactment
of Act 40. 1In the absence of any such
data, the legislature's appropriation
of $100,000 for the purposes of the
act was determined arbitrarily.
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- No study has been made tc¢ determine
the kind of procedures which would
be helpful or desirable for the
State departments at the operating
level to follow to fully and preop-
erly implement the intent of the
legislation.

« HNo aznalysis hasg been made to
determmine the effect the over-
time legislation has on depart-—
mental staffing, if the cobjective
of the legislation to curtail extra
hours of work is to be implemented.

Much of the foregeing should have heen
done when the State statute was first
enacted in 1949 and at each time the
legislation was amended by the legisla-
ture, We are aware that section 5-72(k}
which places administrative respoasi~
bility in the department of personnel
services was not enacted until 1963,
and, thus, perhaps, the department of
personnel services was not apprised of
its role in the administration of over-
time at the time the law first became
effective. We are also aware that much
of the impact of the review, even if
now performed, has been lost because the
overtime law has been on the books for
more than 16 years. We believe, however,



that some useful purpose will be served
if the review activities are begun even
at this late date, especially with res-
pect to the raticnale ¢f overtime legis-
lation. If for no other purpose, such
review will serve as a reminder to the
operating departments of the purpose and
intent of the legislation. A reminder
of this sort is helpful in re-orienting
the departments to the proper role and
use of overtime in the operations of the
State government.

Recommendation:

We recommend that the department of
personnel services, with the assistance
of the departments of hudget and finance
and accounting and general servicas,
review the State's overtime statute to
detexrmine, ascertain and clarify (1) the
raticnale of the law, {2) intent of the
legislature, and (3) the impact of the
legislation on government operations,
programs, procedures and finances,

42

We further recommend that such review
be undertaken by the staff departments
whenever the overtime statute is amended
by the legislature.

ESTABLISHMENT OF RULES, POLICIES AND
GUIDELINES

To insure the proper and uniform [(where
necéssary or desirable and possible)
administration of overtime at the
operating level, rules and regulations,
policies, and guidelines of state-wide
application must be formulated. This
task naturally follows from a review of
the State's cvertime law. The rules,
policies and guidelines should furnish,
at & minimum, (1) the rationale for
maximum hours and premium pay, (2) a
clarification of the statutory provi-
sions, (3) an amplification of, and the
details not spelled out in the law, and
(4) uniform rules and procedures in the
supervision of ovartime work and payment

of overtime compensation.

The establishment of these rules is
basically the responsibility of the
department of personnel services. The
departments of budget and finance and
accounting and general services should
review all rules proposed by the depart~
ment of personnel ssrvices and suggest
such changes as may be necessary or
desirable, particularly with respect to
matters relating to management practices
and fiscal policies. As necessary, both
the departments of budget and finance
and acecounting and general services
should supplement the rules and regula-
tions with policies on matters which
fall specifically within the funetional
areas of the two departments. For
example, the manner ¢f submitting claims
for cash payment is a matter which falls
specifically within the functional area
of the department of accounting and

general services.

Thexe are at present rules and regula-

tions of state-wide application
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governing c;\:'ert'.i.rne.:'l There are, in
addition, varicus forms for use by the
operating departments. There is, for
example, a suggested agreement form,
issued by the department of personnel
services, for use in cases where the
operating departments enter into mutual
agreements with employees, changing the
hours cf work from the normal eight
hours per day and 40 hours per week.
There is also an official "time sheet”,
issued by the department of accounting
and general services, popularly referred
to as "DAGS-292 form", for use by the
departments at the operating level in
submitting claims for overtime cash

payments.

Like the statute, the existing rules
and forms focus on the compensation

30vertime rules and requlations are con-
tained in chapter B-3, State Personnel
Manual, pp. B-3-42 to B-3=45. An ex-
tract of these rules and regulations is
in Appendix C, pp. 86 to 95, infra.



aspect of overtime. That is, the rules
and regulations, to a large extent,
restate the provisions of the law and
specify when overtime premium must be
pald: and the DAGS-2% fom outlines the
method of computing overtime cash pre-
mium to insure agcuracy in calculation.
There are, at present, no rules or other
state-wide guidelines which touch upon
other pertinent aspects of overtime or
clarify the more complicated phases of
overtime administration. The following
are specific examples of this deficiency.

1. The rationale of the cvertime law,
as we noted earlier, is missing. In
addition, there are no guidelines spell-
ing out when and the circumstances under
which overtime should or can, as a mat—
ter of good administrative practice, be
authorized. Such guidelines are neces=
sary, if overtime is to be treated by
the operating departments as scmething
more than a means of providing added
compensation to State employees. The
responsibility for the establishment of
these guidelines is in the department of
personnel services.

2, There are no guidelines to aid the
operating departments in meking the more
complicated computations of overtime
premiums. For instance, premium pay for
overtime Incurred on a split shift is
specially treated by statute, thus:

"Any work performed in & spread of
mere than ten hours par day, exclu-
sive of meal periods, shall be con-
sidered as overtime work and the
employee shall be paid for such work
at the rate of time and one=half."4

In addition, the statute provides for a
differential of nine cents per hour to
workers on split shifts. The existing
rules and regulations provide that an
employee on split shift will earn over-
time only for those hours which exceed
10 hours, exclusive of time for meals,
"calculated from-the time he starts and
ends his work day," and that overtime

4Section 5-72{g), RLH 1855, as amended.

5Section 5~78, RLH 1955, as amended.

cash premium is to he computed on the
basis of the employee's regular, hourly
pay, including the nine cents differen-
tial.

Complicated mathematics is necessary to
caleulate pramiun cash payment for over—
time in split shift situations under the
provisions of the statute and the rules
and regulations. An illustrative method
of calculating this premium pay would
have avoided miscaleulations which
occurred at Hale Mohalu.

At Hale Mcohalu, amony the errors com-
mitted in computing overtime for split
shifts have been: {a} fazilure to deduct
meal time: (b) erediting an employae
with overtime for both the actual hours
worked in excess ¢f eight hours and the
split shift hours or time span exceading
10 hours: (c) failure to include the
split shift differential in determining
the hourly rate of compensation to be
applied to overtime hours; and (4)
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failure to compute the premium on the
basis of time and 2 half.®

The comptroller in the administrative
services office of the department of
health issued a memorandum regarding
payment of overtime premium tc workers
on split shift. The memorandum, how-
ever, 1s insufficient in two respects:
{1} it dces not go far encugh to ilius-
trate how to calculate overtime premium;

GFor example, an employee was paid
$14.40 for overtime worked on July 1,
1865. The records show that the time
span of the split shift was 12% hours;
the hours actually worked was 10% hours;
meal time was % hour; regular, hourly
rate of pay was $1.92; split shift dis-
ferential was nine cents. If we assume
{our assumptions are examined thoroughly
in chapter 6} that overtime premium is
payable for all hours actually worked in
excess of 8 hours and also for all hours
in the time span in excess of 10 hours,
and that the compensation for both regu-
lar hours worked and overtime hours
should include the nine cents differen-—
tial, the overtime pay should have been
$12.06, calculated thus:



and (2) it is not in accord with the
State overtime rules and regulations
when it provides that overtime for
employees con split shifts shall be

Overtime for hrs. actually
worked in excess of & hrs.:

Hrs, in excess of 8 hrs.: 2.5
Time and one-half x 1.5
Qvertime hrs, earned: 3.75
Rate of pay (incl,

9¢ differential) x 2.01
Cvertime premium $ 7.54
Overtime for hrs. in time
span in excess ¢f 10 hrs.
Time span 12,5
Less meal time = 25
Net time span 12.0
Less 10 hrs, - 10.0
Net hrs. in excess

of 10 hrs. 2.0
Less portion of net hrs.

actually worked - =3
Net hrs. in excess

of 10 hrs. 1.5
Time and one-half ®_1.5
Overtime hrs. earned 2.25
Rate of pay (incl,

9¢ differential) x _2.01
Overtime premium 4.52
Total overtime compensation $12.06
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calculated on the basis of their regular,
hourly rate of pay "as per salary sched-
ule." The rules and regulations spacify
that both regular and overtime pay shall
be calsulated on the basis of regular
hourly rate of pay plus the split shift
differential. The DAGS-29 form, althouch
it provides a space for the calculation
of overtime premium for split shift, is
deficient in its lack of explanation as
to the ingredients which go inte the
caleulation.

Both the department of personnel ser—
vices and the department of accounting
and general services are rasponsible for
providing the necessary illustration
showing how the premium for cvertime on
a split shift should be caleulated.

3. Both the statute and the rules and
requlations state that conpensatory time
off and cash premium shall be calculated
on the basis of one and one-half hours
for "each hour" of overtime. No state-
wide information is avallable as to how
overtime of less than an hour is to be

treated for computational purposes. In
the absence of a uniform rule, the
departments have treated overtime of
less than an hour in varicus ways. Some
departments measure overtime in exact
minutes; other departments round off to
full 15 minutes any overtime which is a
fraction of a guarter-hour., The issu-—
ance by the department of personnel
services of some uniform guide in the
treatment toc be given to overtime of
less than an hour is desirable in order
that all State employees may be treated
alike.

4. There are no guidelines establishing
a uniform system of authorizing, record-
ing and compensating for overtime. The
result has been the informal method of
granting overtime and time off, the lack
of records in the operating departments,
and the late filing e¢f claims for cash
paymentg, all of which we examined in
chapter 3, 'The establishment of these
guidelines is the joint responsibility
of all three staff departments. .
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Recommendations:

1. We recommend that the department of
personnel services, with cooperation
from the department of budget and
finance and the department of accounting
and general services, rewexamine the
existing rules and regulations and the
miscellanecus forms and instructions to
determine their sufficiency and to es-
tablish such guidelines as necessary of
uniform application to all State depart-
ments. Such guidelines should provide
instructions at least with respect to:

2. the rationale of the overtime law;

b. when and the circumstances under
which overtime should, as a matter of
good administrative practice, be
authorized;

c. the more complicated computaticnal
aspects of overtime premiums, such as
split shift pay: and



d. Tnose overtime matters which are
absent in the overtime legislation but
which, nevertheless, reguire uniformity,
if overtime is to be fairly and evenly
administered in all State departments.

2, We further recommend that the de-
partments of persomnel services, budget
and finance, and accounting and general
services, jointly establish a uniform
system of aﬁtho;izing, recording and
compensating for overtime. In this con-
nection, reference is made to the
recommendations contained in chapter § -
of this report.

INSPECTICN, ANALYSIS AND ASSISTANCE

The staff departments do not fully dis—
charge their overview responsibilities
unless they conduct periodic inspection
and analysis of the operating depart-
ments’ overtime experiences and practices.
Such inspection and analysis are neces—
sary (1} %o determine whether or not the
operating departments are conforming to
State statute and rules and regulations;
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(2} to ascertain the effectiveness with
which overtime is being utilized by the
depariments in accomplishing their mis-
sions; {3} to identify the changes
required in statute and the rules and
regulations to clarify ambiguities, to
further the objectives of the overtime
law, and to promote the proper use of
overtime; and (4) to assist the opera-
ting departments in uncovering and
resolving underlying organizational,
management and procedural deficiencies
which tend to promote undue overtime
within the departments.

- Bach of the staff departments should

make such pericdie inspection and
analysis and assist the operating de-
partment, thus: {1} the department of
budget and finance primarily along
management organizaticnal and procedural
requirements: (2) the department of
accounting and general services aleng
proper compensation and fiscal records;
and (3) the department of personnal
services generally on the entire scope
of overtime. Currently, none of the

staff departments effectively carries
out this function,

1. Ho check of any kind is ever made by
any staff department to determine
whether or not the departments at the
cperating lavel are conforming to the
overtime statute and the rules and requ-
lations.

2. 'The department of accounting and
general services makes no audit to
determine the legality of cash payments
made for overtime.

3. Neither the department of personnel
services nor the department of budget
and finance conducts a study of hew
effectively overtime is being used in
the State government in accomplishing
its missions.

4. None of the staff departments accu-
mulates any overtime data, and none lends
its technical knowledge and skills to
assist the operating departments in
identifying and resolving the underlying
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problems which give rise to overtime.
Often, the departments at the operating
level are without the necessary kaow-
ledge and skills to conduct a full and

" proper analysis of their own cvertime

experience,

The fact that no study has ever besen
made of ths State's overtime experience,
that no estimate of overtime cost has
ever been possikle, and that the depart-
ments at the operating level have not
administered overtime properly stem in
a lerge measure from the failure of the
State staff departments in carrying out
their duties to inspect, analyze and to
lend their assistance to the operating
departments.

We do not intimate that inspections and
analysis should be conductad on a con-
tinuing basis. What we suggest is .
periodic inspections. A good portion of
the work regquired in these inspections
can be accomplished through a system of
reporting and recording overtime, a
subject which we mentioned a number of



times previously and which we examine in
detail in the next chapter.

Recommendation:

We recommend that tha departments of
personnel services, budget and finance,
and accounting and general services
conduct periodic inspections of the
administration of overtime by the State
departments at the operating level;
‘ana.lyze the State's overtime experience;
and render assistance to the operating
departments in identifying and resolwving
the underlying problems which give rise
to pressures for overtime in the {fepart-—

ments.
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CHAPTER 5
STATEWIDE INFORMATION AND
BUDGETARY SYSTEMS

In the preceding chapters we noted that
there are serious shortcomings at both
the operating and staff levels of our
State government in the administration
of overtime. Clearly, improvements are
needed, if the State is to control over-
time and utilize it as a means of accom-
plishing the government's missions
effectively, efficiently and econcmically.

In chapter 2, we suggested some impreove—
ments to be initiated by the departments
at the operating level. In chapter 4,
we suggested improvements in the dis-
charge of the overview and service
responsibilities of the staff depart-
ments. In this chapter, we suggest two
other improvements which will aid
materially in the performance of the
responsibilities of the departments at
Both levels of government.

The implementation of the two suggested
improvements will require the initiative
of the State staff depariments and the
cooperation of the operating departments.
One of the suggested improvements has
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been touched upon in our discussions in
chapters 3 and 4; the other has not as
vet been mentioned in this report, ex-—
cept briefly in a footnote.

STATEWIDE INFORMATION SYSTEM

We suggest, first, that a system be
devised whereby information on overtime
in and from the various State depart—
ments may be uniformly reported, cen—
trally recorded and sumarized. We
noted in the earlier chapters, that the
absence of proper overtime records
hampers the proper administration of
overtime at both the cperating and staff
levals of our government, and that the
other inadequacies in the administration
of aovertime probably stem from this lack

of records.

1. Purpese and uses of the system. The

objectives of the uniform system of
reporting and recording are, of course,
to maximize contrel of overtime by the
State departments at the operating level

and to facilitate the overview



responsibilities at the State st.aff
level. The following illustrates how
data from proper records will aid in the
exercise of this control and in the per-
formance of the overview responsibili~

ties,

a. At _the operating level, the re-

perted and recorded information will
enable each department to:

. hssess how well the department is
accomplishing its mission; that is,
whether or not the desired or ex—
pected output of the Qepartment is
being met by overtime.

- Determine the efficiency and economy
with which overtime is being used
by the department; that is, whether
or not the output being secured is
worth the cost and the demands on
employees.

Bvaluate the relative merits of the
various alternative ways of meeting
the apparent need for additional
man-hours to get the department's
job done,

. Ascertain readily the status of the
department's overtime experience—-
that is, how many hours have been
authorized, how many hours have
been worked, how many hours have
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been paid for by compensatory time
off and in cash and how many hours
remain to bhe paid.

. Check and verify claims for com—
pensation filed by employees for
overtime work performed; check to
insure that all overtime, performed
as authorized, are properly com—
pensated for -and that the law, rules,
regulations and policies governing
overtime are octherwise being com—
plied with.

. Identify the socurces of overtime by
employees, sections, units or pro-
grans; identify and resolve, where
possible, the underlying causes of
overtime so that the need for future
overtime may be reduced; and facil-
itate improvements in the depart-
ment's internal wanagement and
operational procedures to further
efficiency and economy.

k. At the staff level, the recorded
data will facilitate:

. The making of reasonably accurate
forecasts by the department of
budget and finance of future over—
time needs and costs of the various
State departments.

. Reviews by all staff departments of
existing overtime law, rules, reqgu-
lations and policies; the data may
well suggest improvements and

changes in existing law, rules,
regulations and policies.

« Pre-audits and after-the-fact audits
by the department of accounting and
general services to test the legality
of overtime expenditures and the
accuracy of overtime accounts of the
various State departments.

- Periodic inspections by the State
staff departments, particularly the
department of personmmel services and
the department of budget and financa,
of the operating departments' manage-
ment of overtime. The data will
further facilitate the rendering of
assistance by the staff departments
te the operating departments; that
:‘_s,_ the data will be useful in pin~
bointing problem areas, thereby
enabling the staff departments to
assist the operating departments in
improving the departments' managemant
and operaticnal procedures and other—
wi§:e correcting éxisting deficiencies
':::1_11ch give rise to the need for over-

lme,

2. DPeta reguired to be recorded by the

system. To be of maximum use, the unie
form reporting and recording system
should provids, at the minimum, the
following information:
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a. The source of overtime, by depart-—

ment, section, unit, program and
employee. The source may well suggest
the underlying cause. For example, if
overtime is confined to one section or
unit of a department, the cause may lie
in the organization or procedure of that
section or unit; if overtime is traced
to an employee, the cavse may be an
uneven distribution of work load among
employzes or the attitude or non-

productivity of the employee.

b. [The date of overtime. A record of

when overtime is incurred may suggest:
that overtime in a department or section
is seasonal or cyclical, and the cause
improper planning of work schedule.

C. The hours of overtime. The magni~

tude of overtime in a department or
section suggests the magnitude of the
problems giving rise to overtime in
that department or section.

d. Results of overtime, The data on
output secured by overtime are necessary




to determine whether or not the overtime
hours were worth the cost and whether or
not scme other solution must be sought
to meet future needs of the department.

e. [The disposition of overtime credits.

Data on how many hours of overtime work
were paid for by compensatory time off

and how many heours were paid for in cash
are essential in ealculating the cost of

avertime.

f. The reasons for overtime. A state-
ment of the reasons for the overtime
incurred is useful in determining
whether overtime is being used as an
expedient means or whether it is being
resorted to as a result of analysis in
meeting the apparent needs of the
department.

3. Devising the system. There are
perhaps many ways in which the format

for reporting and recording overtime
data may be devised. Whatever the for-
mat, the system should (a} enable the
departments at the coperating level to

54

maintain rumning records of overtime
authorized, performed and compensated
(whether by compensatery time off or in
cash), (b) canse relevant overtime data
to be placed on computers and (c) re-
quire the computers to print out monthly
summaries of each department's overtime
information.

Coples of the monthly summaries should,
of course, be distributed o each of
the three staff depariments and to the
operating department concerned.

In devising the system, the department
of personnel services should assume the
primary responsibility. It should be
aided, of course, by bhoth the department
of budget and finance and the department
of accounting and general services, In-
asmuch as the bulk of all overtime will
be paid for in cash and all <¢ash pay-
ments for overtime must be made through
the department of accounting and general
services, 1t appears that the actual
collection and assimilation of the over-
time data should be the responsibility

of the department of zccounting and
general services, The department of
accounting and general services currente
1y utilizes the services of Computer
Center No. 1 in processing payroclls.

The reporting system, likewise, may be
serviced by Computer Center No. 1.

Reccmmendation:

We recommend that the departments of
personnel services, budget and finance,
and accounting and general services,
jointly establish a uniform system for
the recording, reporting and storing of
overtime data; that the system be inte-
grated with Computer Center Fo. 1; and
that it provide for running summaries of
overtime experience of the various State
departments on at least a monthly basis.

1While this repert is specifically con—
cerned with overtime, the information
systam may well be devised o record and
store data on other fringe benefits paid
to employees, such as standby and split
shift premiums, vacations and sick leawves.
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BUDGETING FOR OVERTIME

Our second suggestion for improving the
statewide administration of overtime is
that each operating department be
allowed to budget specifically for over-
time, especially where the fact that it
will occur can reasonably be predicted.
Currently, only the department of budget
and finance, the department of planning
and economic development, the depariment
of education and the departmenit of trans-
portation are allowed to include overtime
The overtime allow-
ances in the budgets of the first two

in their hudgets.2

departments are used primarily in pre-—
paring the governor's operating and

%The funds set aside for overtime in
these departments are varicusly labeled,
thus: "Cther personal services" (educa-—
tion}; "Overtime payment" (transporta-
tion harbor pilots); "Temporary
assistance” (budget and finance): and
"Overtime and temporary help” {planning
and economic development}. The intent
in all cases, however, has always been
to use the funds for overtime.



capital improvements kudgetary requests
to the State legislature, The depart-
ment of education's overtime allowance
is for preparing the department's fiscal
budget, and the department of transpor-—
tation's overtime amount is for the
harbor pilots in the harbors division.

Bpll other departments are discouraged
from including overtime estimates in
their deparimental budgets. They are,
rather, required to look to departmental,
turnover, salary savings to meet over-—
time cash payment needs.

We suggest that each depariment be per-
mitted to budget specifically for over-
time, for these reasons:

1. To require the depariments to look
to "savings" ie unrealistic. Such
requirement places an undue amphasis on
"availability of funds® in the depart-
ment's deciszion to authorize or deny
overtime. “Aveilability of funds"
should not be the sole or principal
oriferion upon which overtime decisicns
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should be made; the relative necessity
and eccnomy of overtime are among other
important factors which should be con-~

sidered. Emphasis on "availability of

funds" can lead to one of twe results,

both of which are undesirable:

a. [If the departments are short of
funds, the departments consciously or
unconsciously, may delay making payments
for cvertime properly incurred, en-—
sourage employees to waive their right-
ful claims to overtime compensation, or
fail to fill vacancies in order to
areate savings and thereby hamper pro-
gram execution. Act 40's mandate for
payment cof overtime in cash, rather than
by compensatory time off, will increase
the need for "savings", if the current
rate at which overtime is being experi-
enced in the State continuss., Some idea
of what this increased need is may be
gathered from the following statisties:
In fiscal year 1965, more than 50 per—
cent of all owvertime was paid for by
compensatory time off, ut in fiscal
year 1966, not more than 25 percent of

all overtime was paid for by compensa-
tory time off. With this increased
need for "savings", late payments and
waiver of claims are apt te continue,
despite the act's requirement that cash
be paid within 45 days after the over-—
time work has been performed,

k. If the departments have excess
funds, berause of vacancies or otherwise,
such excess offers a temptation to incur
overtime without adequate consideraticn
of the relative need and cost of over—
time. In fiscal year 1965-1966, the de-
partment of health expended $90,000 for
overtime, as compared with $22,000 for
fiscal year 1964-1965. The State Hos-
pital paid out three times as much cash
for overtime in 1966 as it did in fiscal
year 1965, and Waimano Home paid in cash
92 percent of all overtime incurred In
fiscal year 1966, as compared with 10
percent of all overtime in fiscal year
1965. In addition to the payment of
more cash for overtime in fiscal year
1966, the department of health was able
to meet i{he January 1, 1966, pay raise
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requirement of $519,000 from salary
savings. Two things accounted for this
increase in cash payments for overtime:
(1) the department of health changed its
policy on Tuly 1, 1965, to pay overtime
in cash, rather than by time off; and
(2) the department of health's vacancy
rate averaged 100 positions per month
in fiscal year 1966. The point of this
example is that when "savings" are sub-
stantial, there is & greater tendency to
authorize overtime and to pay for it in
cash.

2. Certain overtime can be anticipated.

There are certain kinds of overtime
which can be reasonably expected to
occur within a department. For example,
the number of holidays in a year is
knowvm, and thus, the cost of overtime
3ue to holidays can be predicted with
accuracy in departments which carry out
arcund-the-clock operations. Fregquency
of "emergencies" and “seasonal" require-
ments can be predicted with some degree
of accuracy based upon past experiences.
In these instances, it would appear



that the department's budget may well
allow for overtime.

3. Budgeting for overtime fosters staff
level contrel. How many of the vacan—

cies are to be filled, and how much of
the department's savings are going to be
siphoned off to pay for overtime are
pretty much within the control of the
cperating department. There isn't very
much that the staff departments can do
directly to compel an operating depart-
ment to £ill vacancies or to refrain
from using "savings" to pay for overtime.

On the other hand, if money for overtime
is specifically set aside in the opera-
ting department's bhudget, the staff
departments, particularly the department
of budget and finance through its power
to review bhudgetary requests and through
the allotment procedure, can exercise a
greater degree of control over the use
of overtime. We do not suggest, of
course, that the department of budget
and finance be the final authority to
determine the need for and authorize the
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incurrence of overtime in each depart-
ment. The operating departments must be
permitted flexibility, and the decision
to awthorize overtime should be theirs.
Nor dc we suggest that with budgeting,
use of savings be discontinued. There
are certainly unforeseen situations
which arise from time to time which may
regquire something more than the amount
budgeted for foreseeable overtime.

However, budgeting fosters the opera~
ting departments to analysze carefully
their overtime needs and to use overtime
less as an expediency measure. Bude
geting, further, minimizes the need to
create artificial savings and the com-
pulsion to incur overtime simply because
savings exist.

4. Budgeting for overtime will assist

the legislature. The State legislature
is frequently asked to increase the
staffing ratios of the various depart-
ments. Legislative decisions on such
requests can be aided by information
relating to the overtime experience of

the department. The amount of the
department’s overtime needs is one
evaluator of the relative urgency and
seriousness of the department's request

for an increase in staffing ratios.

We are mindful that there are disadvan-
tages and dangers in budgeting for over-
time. In the first place, it may
influence the departments to submit
requests far in excess of the real needs
of the departments and to consider cver-
time as an accepted manner of accomplish-
ing the tasks of the departments., In
the second place, the specific amounts

set aside in the departmental budget

for overtime may cause the employees to
become less productive during normal
working hours in anticipation or expec-
tation of working overtime. We bhelieve,
however, that with proper control imposed
at the staff level of government, pariic—
ularly by the department of budget and
finance, this potential hazard may be
chviated.

Recommendation:

We recommend that each State department
be authorized to budget specifically for
overtime which is bound to occur, such
as helidays, or which is reasonably
predictable, such as seasonal needs.

0f course, in all cases where overtime
is specifically budgeted for, it should
not be considered by the operating
departments as a license to incur over-
time indise¢riminately, simply because
funds are available.
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PART 1l

SUGGESTED STATUTORY IMPROVEMENTS
AND SUMMARY

CHAPTER &

STATUTORY IMPROVEMENTS

Some of the difficulties in the admin-
istration of overtime stem from defi-
ciencies in the State's overtime statute,
In this chapter we review a few of the
more important inadequacies, all recom~
mendations for amendment of our statute
should, of eourse, he prepared for sub-
mission to the lagislature by the
department of personnel services, with
assistance from both the office of the
revisor of statutes and the department
of the attorney general,

FORMAT

The format of the pPresent overtime
statute is confusing.l It is5 confusing

fer two reasons:

First, four different subject matters,

all touching upon overtime in some way,

lAppendix A, pp. 78 to 82, infra,
contains the complete text of section
5-72, RLH 1955, as amended, to 1965.
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are combined in one lengthly section.
Thus, section 5~72, RLH 18955, as
amended, contains all of the following
subject matters:

+  Hours of work for employees in
general.,

. Overtime premium for employees in
genaral.

- Hours of work and overtime Premium
for firefighters only.

aApplicability and administration of
the general provisicns on hours of
work and overtime premium.

2 separaticn aof thesg four major topics
into four different sections would ada

to clarity and understanding.

Second, separable aspects of the over-

time premium pay provisions for public
employees in general are scattered
throughout the section without any
seimblance of order or sequence, . Thus,

+ Provisions which spell out when
overtime should be credited are
found in subsections (e), (o).
{h-1) and (§).

. Provisions which specify the amount
of the premium which must be paid
for overtime.are in subsections (&)}
and (h). .

. Provisions which prescribe the
manner in which the premium is to
be paid {whether in cash or by
time off) are in subsections (£)
and (i).

All provisions which deal with cne
aspect of overtime premium should be
grouped together, and the different
aspects should bhe placed in a logical

sequence.
Recommendation:

We recommend that the format of section
5-72, RLH 1955, ag amended, be revised
for clarity and sasier understanding of

its provisions.
QVERTIME PREMIUM FOR SPLIT SHIFTS

There is nesed for statutory clarifica-
tion on the premium which an employee is
entitled to receive for working on a
eplit shift. Presently, section 5-72,

RLH 1955, as amended, in subsection (e}
provides that overtime premium is to be
paid for all hours worked in excass of
8 hours per day and 40 hours pear week.
Then in subsection {g), the statute
provides as follows:

"Any work performed in a spread
of more than ten hours per day,
erclusive of meal pericds, shall
be considered as overtime work
. and the employee shall be paid
for such work at the rate of time
and one-halfe."

In addition, section 5-78, RLH 1955, as
amended, provides that an employee on a
aplit shift shall be paid, "in addition
to his basic compensation, at the rate
of nine cents for each hour of work that
shall be deemed to be on a split-shift,"

Several guestions are raised by these
statutory provisions.

2. Is the employee on a split shift to
be paid the nine cent differential only
for the hours he actually works?



1, If the employee actually works more
than eight hours in a split shift spread
of more than 10 hours, is he entitled to
overtime premium for those hours actual~
1y worked in excess of eight hours and

also to overtime premium for those hours

in excess of 10 hours?

o. Bn offshoot of question b: if the
employee actually works, for example, 1l
hours in a split shift spread of 15
nours (exclusive of meal time), is he
entitled to overtime premium for the
three hours of actual work end also for
five hours in excess of 10 hours, or is
he entitled to overtime premium for the
three hours of actual work and for four
hours in excess of 10 hours?

&, 1Is the nine cent differential to he
azdded to the employee's regular rate of
pay in computing the overtime premium
for both those hours actually worked in
excess of eight hours and those hours in
axcess of 10 hours?

The statute does not answer the fore-
going guestions. The State personnel
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rules and regulations on overtime answer
the first and fourth questions in the

affirmative, thus:

ngec. 8,310 a. An employee who
works a split shift shall be paid
an additional amount based on 9%
per hour for each hour of agtual
work on a split shift.

"L, In detemmining the cash
payment for overtime work credit
granted because of off duty time
as specified under Subsection
g.304(b) {1}, the employee's basic
compensation plus the split shift
differential will be used in
determining the cash payment due
pursuant to subsection £,207 e {1)."

uUnder this section of the rules and
regulations, clearly, the nine cents per
hour differential is to be taken into
account in determining both the straight

time wages and the overtime premium.

The State personnal rulss and regula-
tions are not clear in their answer to
the second guestion, although they seem
to imply that the employee is entitled
to gvertime for actual work performed in
excess of eight hours and alsc for all

hours in excess of 10 hours. The per-

tinent preovisions of the rules are as
follows:

"Sec. 8.304 Ocenrrence of Overtime Work

a.

Overtime work will occur when an
cmployee rénders service at the
direction of proper authority if
‘E:he perfermance of such service
1r3:

(1} in excess of 8 hours a work
day,

* & &

(3) in excess of 40 hours per
work week . . .

® k¥

Additions and exceptions to the
above provisicns are as follows:

(1) Split Shift Work.

An'amployee who works a split
shift will earn overtime for
each hour which exceeds 10
hours, exclusive of time for
meals, calculated from the
time he starts and ends his
work day.

* k % 0
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It is not clear as to whether or not the
overtime provisions for split shift work
are intended to be in "addition' or are
‘exceptions" to the usual rules on over—
time conteined in subsecticn a of
section 8.304. There are three other
instances listed under subsection b-—-
emergency work, exchange for perguisites,
and absence from work in a four-day work
week. All of these three instances are
clearly exceptions to the rule stated in
subsecticon a. Thus, it might be said
that since subsection b contemplates
both "additions and exceptions" and
since all of the other subsection b
provisions are "exceptions", the =plit
shift rule must have been meant to be an
"addition"--and the only addition at
that; otherwise, the introductory words
of subsacticn b, "additions and excep—
tions to the akove provisions are . "

would make no sense.

The State personnel rules and requla-
tions on overtime make no attempt to
answer the third question. It would
appear reasonable that all work actually



performed in excess of eight hours
should be palid for at the premium rate,
ineluding the nine cent differential.
It also appears reasonegble, that all
hours which exceed the 10 hour spread,
except those actually worked, shounld
alsc be compensated for as overtime.
Thus, in the example set forth in the
third guestion, the employee would be
paid overtime premium the three hours
he actually worked in exrcess of eight
hours, and al=so for the additional four
(not five) hours in excess of 10 hours.

In the absence ¢f clear direction, much
confusion has bheen experienced at insti-
tutions which have split shifts. This
confusion was pointed out and illustrated
earlier in chapter 5. We bslieve that

a statutory clarification is required.

&4

Recommendation:

We recommend that the overtime statute
be amended to clarify the split shift
overtime provisions. The amendment
should provide for (1) overtime compen-
sation which includes the split shift
differential: and (2) the payment of
overtime for all heurs actually worked
in excess of eight hours and all hours
in the time span in excess of 10 hours
in which no work is actually performed.

PREMIUM PAY TNEQUITY

The statute provides that when cash is
paid for overtime, the overtime premium
shall be at one and one-half times the
regqular rate of pay for employees in
salary ranges 1l through 1%, and at one
and one-half times the minimum step of
salary range 17 for employees in salary
ranges 17 through 28. There is an inher-
ent pay inequity under this statutory
provision. In effect, the provision per-
mits an employee who is anywhere on the

45 incremental steps between salary range

8, L-4, and salary range 16, L—4? te
receive overtime compensation equal to
or greater than that which an employee
in salary range 17 and zbove receives,
although both work the same number of
overtime hours. For example, suppose
employee A is at salary range 15, step
G, and employee B is at salary range 17,
step F, and each works two overtime
hours. Under the present statute,
employee A would be paid a premium of
$5.56 per hour, while employee B would
be paid $4.80 per hour, even though A's
regular rate of pay is $3.71 per hour
and B's, $4.30 per hour.

2Number of Increméntal Steps

SR 8 L4 = 1
SR 9 L-3 to 4= 2
SR 10 L-2 to T4 = 3
SR 11 L-1 to L4 = 4
SR12 G toL-4= 3
SR 13 F to Led = §
SR 14 E to L-4 = 7
SR15 D o l-4 = 8
SR 16 C to Led = 3§
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There is, of course, a need to set some
ceiling on the overtime pramiums payable
to employees. We do not believe, how-
ever, that the present limitations which
permit an employee to receive mors than
his superior for the same number of
hours of overtime performed, is egui-
table. The statute should be amended to
establish a maximum rate of compensation
for overtime, applicable to all employ-
ees.

The federal civil service regulations
set overtime rates as follows:

+ For an employee whose basic pay
rate does not exceed the minimum
rate for grade GS-9 of the
c¢lassification act, the overtime
rate is one and cre-half times
his basic pay rate.

+ Por an employee whose basic pay
rate exceeds the minimum rate
for grade GS-9, the overtime rata
is one and one-half times the
minimm rate for grade GS-%,

This means that no employee will receive
more than the employee at the minimum
step of G8-9 for the same hours of



overtime. In a similar fashion, a
maximum rate of compensation for over-
time, applicable to all State employees,
can be established by amending our
statute. For example, the statute can
be amended to provide that (1) those
employees whose attained hourly rate of
pay does not exceed the hourly rate for
the minimum step of szlary range 17 shall
ke paid for overtime at the rate of one
and one-half times his attained hourly
rate of pay, and (2} those employees
whose attained hourly rate of pay ex-~
ceads the hourly rate for the minimum
step of salary range 17, shall be paid
for overtime at the rate of one and one—
half times the hourly rate for the

minimum step of salary range 17.
Recommendation:

We recommend that the State's overtine
statute be amended to provide a maximum
rate at which any State employee may be
peid for overtime, soc that no employee
may receive overtime compensation in an

amount greater than that received by an
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employee in a higher salary range or
higher step, for the same number of
hours of overtime work.

CHAPTER 7
SUMMARY

The State government often resorts to
overtime in aceomplishing its missions,
Tudiciously used, overtime can assist
the State in performing its functions
efficiently and economically. On the
other hand, because of its innate
characteristics, overtime, if impropexly
employed, can produce the opposite
result-—that is, it can cause ineffi.
ciency and waste. Because it can promote
either efficiency or inefficiency,
economy or waste, depending upon how it
is used, and because one of the duties
of the office of the auditor iz to
examine State management practices to
determine the efficiency and economy
with which the State is operating, over-
time is an appropriate subject of our
inguiry.

Two things led to our serutiny of the
State's overtime practices. (1) al-
though the State legislature has, since
1942, continuously increased the Ppremium
pay benefits tec public enmployees for
overtime work, nc in-depth study has
ever been conducted to determine the use
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and effects of overtime in the State
government. (2) The State legislature
at its 1966 seasion, enacted Act 40,
which requires that all overtime be
paid for in cash, at time and a half,
unless the employee elects to take com—
Pensatory time off. This act and its
probable effect of increasing the need
for more cash outlay have brought over—
time under sharper focus.

Overtime is administered at two levels
of government--the operating level and
the central, staff level, It is
diractly administered at the operating
level—~that is, aeach cperating depart=
ment determines for itself when overtime
is to be incurred, It is indirectly
administered at the staff leval=~that
is, the central, staff departments
formulate rules and regulations of
statewide applicsbility and generally
overses the operating departments’ use
of overtime.

Our examination was aimed at (1) deter—
mining the efficacy with which the



operating deparitments are utilizing over-
rime in accomplishing their tasks, (2)
ascertaining how well the staff depart-
ments are carrying out their overview
responsibilities, and (3) suggesting
such corrective actions, as may be needed,
to make overtime a more effective instru-
ment of government. The stady included
the judiciary branch and all departments
of the executive branch, including the
lieutenant governor's office, hut ex-
cluding the governor's office and the
act 97 agencies.

BACKGROUND

The following form the background
against which our study was conducted,

1. In each of the last two fiscal vears,
1964-1965 and 1965-1966, the State expe-
rienced approximately 168,000 hours of
overtime. In 16 departments, overtime
is frequent-—that is, it oeccurs every
menth, at nearly the same rate through-
out the fiscal.year. Of the 16, seven
departments also experience overtime

regularly-—that is, additional hours of
overtime are incurred at consistent in-
tervals at certain times during each
year. Two departments dc not incur over—
time frequently, but do work extra hours
at reqular intervals every year. In only
the department of attorney general, is
overtime sporadic.

2. Overtime always adds to the direct
cost of operating the govermment. It
adds to the diract cost not only because
extra hours of work must be paid for,
but becsusée they must be paid for at a
premium—-at time and a half. In fiscal
vear 1964-1965, the direct cost to the
State was $684,000, and in fiseal year
1965-1966, $726,000. In f£iscal year
1966-1967, it is estimated that overtime
will cost the State at least $810,000.
Kot more than 25 percent of this cost
will be due to holiday work, which is
unavoidable at institutions, like the
State Hospital, which must operate
around-the-clock.
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3. Overtime not only adds to the direct
cost, but also increases the indirect
cost of production. This is because cne
hour of overtime work dees not produce
the same amount as one hour of regular
work, and, as a consequence, an extra
hour of work does not increase the cost
sinply by 50 percent, but by much nmore.
In private industries, the effective

increase is estimated at 67 percent.

4. oOvertime, if frequently or regularly
incurred, can bacome such an accepted
practice that employees begin to expect
it and to censider overtime pay as a
part of their normal compensation. FPre-
mium pay for overtime (which gained
emphasis as & result of the federal Fair
Labor Standards Act of 1938), was never
intended and is not now intended to
increase the esarnings of the worker, but
te limit the work week and to spread the
opportunity for employment.

ADMINISTRATION CF OVERTIME BY OPERATING
DEPARTMENTS

Its frequent and regqular use and its
costs and effects, in and of themselves,
provide no clues as to the efficacy with
which the operating departments are ad-
ministering overtime. A close look,
however, at the actual practices of the
depariments reveals serious deficiencies
in the manner in which overtime is used.
These shortcomings and our recommenda-
tions for improvements are as follows.

1. Management of each department gen-
erally authorizes overtime as a matter
of expediency, rather than as a result
of considered judgment that it is the
most efficient and economical way of
meeting the pressures for production,
The emphasis is usually on availability
of funds; that is, if funds are avail-
able to pay for extra hours of work,
overtime is almest automatically author-~
ized. Consideration is rarely given to
postponement of deadlines, shifting
tempeorarily other employees performing
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non-essential or less urgent tasks,
hiring temporary help, or contracting
the work out. Generally, no prior
written authorization is ever required,
and scmetimes the determination of
whether or not cvertime should be in-
curred is left to the employee himself.
While overtime offers an expedient
solution especially when management is
faced with many problems, all pressing
for scluticns at the same time, its
effects on the State's finances and on
employee attitudes require that manage-
ment resort to it only after a careful
consideration of the alternatives,

We recommend that each cperating
department authorize overtime only
after a careful evaluation of the
"necessity" for extra hours of
work and after a full consideration
of all possible alternative means
of accomplishing its tasks. We
further recommend that each depart-~
ment rgquire the prior written
authorization of a superior ocfficer
before any overtime work is per-
formed hy an employvee, except in
cases of emergency which threaten
human life or property.

70

2. The departments exercise little, if
any, supervisory control over the per-
formance of and compensation for over-
time. Contreol to insure that only that
overtime which has been specifically
authorized is performed, that it is per-
formed properly, that the overtime
produces the expected results, that
overtime is properly paid for, and that
payment is made only for the overtime
actually performed and only to the em-
ployes whoe has performed the extra hours
of work, is not currently exercised.

The departments are unable to exercise
such control, because (a) they fail to
maintain adequate overtime records and

(b) they permit undesirable practices.

In every department, management is un-
able to determine, at any given moment,
the precise hours of overtime authorized,
worked, and paid for. No written record
is ever kept of the hours authorized and
performed. Only some records of over-
time paid for by time off are kept.

Cash payment records are maintained, but

they, like the time off records (if

kept), are simply loose sheets of paper
and generally carbon ¢opies of claims
subnitted by the employees. There are
no running summaries by employees, sec—
tions, units, or time period against
which the claims of employees may be
checked.

In addition, the departments generally
permit employees to keep their own
records, grant time off orally in an
informal fashion (e.g., "Report to work
late tomorrow, since you worked late
today"), permit the early destruction of
what little records they keep, allow
filing and payment of claims as late as
one year, acguiesce in the borrewing and
exchange of overtime credits by employ-
eas among themselves for the purpose of
taking time off from work, and accept
oral and informal waivers of overtime
legitimately earned.

We recommend that each department
eskablish a system of records and
maintain a running account of all
overtime authorized, performed

and compensated for. The system

71

should include summarizations of
the department’'s overtime data by
months, sections, units, and
employees. We further recommend
that the departments discontinue
their practices of informally
granting time off, relying on
employees' records of overtime work
performed, destroying records with-~
cut maintaining them for = reasonable
period, permitting the late filing
and payment of claims, allowing

the exchange of overtime credits
among employees and permitting
informal waivers of overtime
credits.

3. Effective use of cvertime requires
that management pericdically review its
overtime experience. 8Such reviaw should
be gonducted (a) to identify and to
solve, where possible, the underlying
causes which give rise ko the pressures
for overtime and (b) to accumulate the
data needed to enable management to make
rational, rather than expedient, deci-
siocns in authorizing future overtime.
While the necessity for review is clear,
it appears that no State depariment ever
seriously carries out this responsibili-
ty. In the absence of review, the
departments have sought to justify.



rather than analyze, their cvertime
hours. Thus, the departments generally
blame work- logd increase, deadlines,
seascnal and cyclical demands, new pro-
grams and special projects for their

overtime hours.

An in-depth analysis of z department's
overtime experience can lead to the
identification of any number and kinds
of organizational and procedaral prob-
lems, the resolution of which may
prevent pressures for overtime from
building up in the future, Some such
underlying causes which exist in the
departments are: unegual distribution of
work among employees; inadequate sched-
uling of work hours where the nature of
the work requires labor at times other
than the nermal work-week and work hours;
lack of advance planning or inadequate
planning to meet anticipated work loads;
duplicating work already perfoimed by
others or perfoming non-essential
tasks: falling to £ill vacancies for
long periods of time; excessive sick
leaves; absence of preduction standards
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to insure minimum outputs by emplaoyees
during regular working heours; failure to
institute re-training programs to train
employees to perform two or more skills,
thus enabling employees to be shifted
from time to time, as the need arises,
to those tasks which require more imme-
diate attention; and failure to mechanize

operations.

We recommend that each opere‘lting
department periodically review
its overtime experience and seek
to identify and resolve, where
possible, the underlying causes
which give rise to pressures for
overtime. During such review
process, the departments should
accumulate all relevant data
neaded for management to make
rational, rather than expedient,
decisions when pressures for
overtime do arise.

THE ROLE OF THE STAFF DEPARTMENTS IN THE
ADMINISTRATION OF OVERTIME

The departments of personnel services,
budget and finance, and accounting and
general services are the three State
staff departments which have state-wide

overview and service responsibilities
in the administration of overtime.
Their overview and service responsibile
ities are to insure and promote the
proper and uniform ({Where desirable or
necessary) overtime use and procedures
among the operating departments.

These responsibilities are of three

nmajor kinds, First, the staff departc—
ments, particularly the department of
parsonnel services, should review the

overtime law, as it is enacted or
amended, to determine the intent of the
legislature, the clarity of legislative
intent, the need for further clarifying
legislation, the raticnale of the law,
and the probable impact of the law on
governmeni operations, Programs, procew
dures and firances. Except to determine
legislative intent in the formulation by
the department of personnel services of
state-wide rules and regulations, none
of the staff departments has ever re—
viewed the law to ascertain its ratiomale
and none has determined the law's impact
on State finances, operations, programs
and procedures.
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Second, the staff departments must
establish and issue, for the guidance of
the operating departments, rules and
regulations, pelicies, and guidelines
which spell out the rationale, clarify
and amplify the law, and provide uniform
procedures in the supervision of over-
time work and payment of overtime com~
pensation. Although the dapartment of
persennel services has issued its rules
and regulations and the department of
accounting and general services has
devised a claims form for cash payments,
a2ll such efforts have been directed
solely toward guiding the operating
departments as to when and how much

No staff depart-
ment has issued guidelines explaining

pramium should be paid.

the rationale of the overtime law, ad~
vising the cperating departments as to
when and under what circumstances, as a
matter of good administrative practice,
overtime should be authorized, outlining
the procedures which should be used in
authorizing, recerding and Paying for
cvertime, and clarifying the more com—

plicated computaticnal aspects of over—
time.



Third, the staff departments must peri-
odically inspect and analyze the opera—
ting departments' overtime experience
and practices to determine compliance
with the State's overtime law and rules:
te ascertain the effectiveness with
which overtime is being utilized in the
State government; and to identify the
changes which are required in the
statute or the rules and regulations to
clarify ambiguities. Thay should, in
addition, lend their technical skills
and knowledge to assist the operating
departments in identifying and reselving
the departments' underlying organiza-
tional and procedural deficiencies.

None of the staff departments has ever
conducted any inspection and analysis of
the operating departments® overtime
experience and practices; and none has
aided any operating department in iden—
tifying and resolving tha department's
underlying organizational and Procedural
deficiencies.
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We recommend:

1. That the department of
personnel services, in cooperation
with the department of budget and
finance and the department of
aceounting and general services,
review the overtime law and all
amendments which may from time

to time be wade to ascertain the
intent, raticnale, and clarity
of the law and the impact of the
law on government operations,
procedures and finances.

2. That the department of
personnel services, in cooperation
with the department of budget and
finance and the department of
accounting and general services,
re~examine the existing rules and
regulations, miscellanecus forms
and instructions to determine their
sufficiency and to establish such
additional guidelines as necessary
of uniform application to all
operating departments with respact
tc the rationale of the law, the
circumstances under which overtime
should, as a matter of good admin-
istrative practice, be autherized,
the more complicated computational
aspects of overtime premium, and
the procedures for autherizing,
recording and compensating for
overtime.

3. That the departments of Person-—
nel services, budget and finance,
and accounting and general services
conduct periodic inspactions of the
adninistration of overtime by the
operating departinents; analyze the
State's overtine experience; and
lend their technical knowledge and
skills to assist each operating
department in identifying and
resolving its organizational and
Procedural defects which lead to
brassures for overtime,

STATEWIDE INFORMATION SYSTEM

Both the aperating and staff @epartments
of government will be materially aided
in the discharge of their duties toward
overtime, if a system is devisgeg whereby
information on overtime in and from the
various departments may be uniformiy
reportaed, centrally recorded and sum-~
marized. Such system will aid the
operating departments in assessing the
effectiveness, efficiency and econcmy
with which they are utilizing overtime
in aceomplishing their nissicns, inp
maintaining g running check on their
overtime experience, in irsuring accura-
cy in their payment of overtime premium,
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services and that it be integrated
with Computer Center No. 1, and that
it be so devised that running sum-
maries of the overtime experiences
of the various departments may be
issued at least monthly.

BUDGETING FOR OVERTIME

Currently, except for the departments of
budget and finance, klanning and econanic
development, education, and transporta-
tion (harbors division), noc State
department is authorized to budget spe-
cifically for overtime. Each department
is expected to look to departmental,
salary-turnover savings to pay for any
overtime incurred.

It is vnrealistic to require the depart-
ments to leok to savings. In a depart-—
ment which is short of funds, such
reguirement causes the department to
create "savings" artificially by failing
to fill vacancies or to delay payment of
overtime until the department accumu-
lates sufficient funds. If the depart-
ment has excess funds, such requirement
causes the department to grant overtime
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without much thought to its relative
need and consideration of alternate
means of accomplishing the department's
tasks. In either case, the tandency
will be to emphasize unduly "availability
of funds" as the principal criterion
upon which decisions to authorize or not
authorize overtime are to be made.

We believe that each department should
be permitted toc budget for overtime,
especially where overtime is expected,
such as holiday work in institutions
which operate 24 hours a day, and where
it can be reasonably anticipated, such
as seasonal and cyclical demands. Bud-
geting for overtime enables the depart-
ment. of budget and finance, through its
review of departmental budéets, to
encourage the operating departments to
analyze theiy overtime needs carefully.
Budgeting will minimize the need to
create artificial savings and the com-—
pulsion to incur overtime simply because
savings exist. It will also be helpful
to the legislature in determining the
legitimacy of deparimental requests for
increases in staffing ratios.

We, therefore, recommend that each
State department be authorized to
budget specifically for overtime
vhich is bound to occur, such as
nelidays, or which is reasonably
predictable, such as seasonal needs

SUGGESTED STATUTORY IMPROVEMENTS

There are several shortcomings in cur
overtime statute, The format is con~
fusing, the provisions relating to
Pramium pay for split shift work are
ambiguons, and the premium rate is
unfair to higher-szalaried employees,

We recommend:

1. That the contents of section
5-72, RLH 1955, as amended, be
broken up into Ffour sections, each
section to encompass one of the
following four, major subject
matters which are now all found
in section 5-72: {(a) general
administration of overtime;

(b) hours of work of employees
in general:; (¢) overtime premium
for emplovees in general: and
(d) hours of work and overtime
premium for firefighters only.
Wa further recommend that the
general provisions on overtime
bremium, which are now scattered

throughout section 5-72, be
regrouped and set forth in
sequential order, thus: (a) when
an employea is to be credited
with overtime: (b) what overtime
rate should be paid: and (¢) how
overtime should be paid for (by
time off and in cash).

2. That overtime premium for split
shift work be clarified. At present,
neither the statute nor the rulas
and regulations are clear as to the
amount and rate of premium which
should be paid if an employee who

is en a split shift, the time span
of which exceads 10 hours, actually
performs work during a portion of
those hours which exceed 10 hours.

3. That a meximum rate for over-
time premium be set which will ba
applicable to all employees. At
Present, the premium rate provisions
of the statute permits an employee
who is at a salary range below SR 17
te receive more premium pay than an
employee at SR 17 or above, although
both work the same number of pver—
time hours.



APPENDICES

Appendix A
5
OVERTIME LAW OF THE STATE OF BAWAIX: SECTION 5-72, RLH 1955, AS AMENDED TC 1496

Section 5-72. Hours of work of offigers and _emplovees, compengation for ove;;l::; o
and premium pay. (a) The provisions of this sectio? ?hall apply te e;eryr:ment
employae of the State or any of its political 5ubdiv1smon§, or n? ?nyl :ﬁ:divisi;ns‘
board, commission or cther agency of the State or any of its politica

where pay is establiched by chapter 4, except:

(1) Elected officialss

{2) The head of any department, first deputy or first assistant;

(3) Officers and employees assigned to salary ranges 29, 30, and 31.

{b) Except as otherwise provided in this section the nOfmal work-we:k ofkaii 2z;ern—
ment personnel shall be forty hours with not more than eight hours : ?Zzespective o
day. The normal work-week shall be applicable to allls?ch ?ersnnn? . ;_?0

whether their work is performed during the hours spacified in section .

For pay and leave purposes, if a legal holiday falls on a Saturday and the preceding
Friday is okserved as a holiday pursuant to section 1-43:

For employees whose reg r work-week doe ot clude Satur the wo. da
[ yees wWh regula K s 1 inclu turday rk A4
: : N
preceding such Saturday shall be held and considered to be a legal holiday in lieu of

such holiday which s0 occurs on such Saturday.
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{2) For employees whose regular work-week includes Saturday, such holiday shall be
thserved on Saturday, but not on Friday.

For pay and leave purposes, if a legal holiday falls on g Saturday and the preceding
Friday is not observaed as a holiday, employees whose regular work-week includes
Saturday shall be entitled to observe such holiday.

For pay and leave purposes, if a legal holiday falls on a Sunday and the following
Monday is observed as a holiday pursuant to section 1-43;

(1) For employees whose regular work-week does not include Sunday, the next regular

work day following such Sunday shall be held and considered a legal holiday, in lien
of such holiday which so occurs on such Sunday.

(2} For employees whose regular work-week includes Sunday, such holiday shall be
observed on Sunday, bt not on Monday.

For pay and leave purposes if a legal heliday falls on a regular weekly nonwork day
of any employee whose regular work-week is other than Monday-Friday, the next work
day fellowing such regular weekly nonwork day shall be held and considered to be a

legal holiday for such emplovee in lien of such day which so occurs on such regular
veekly nenwork day.

(c)

for the convenience of employees by an agreement between a majority of a group of
officers or empléyees and the head of that agency in which they are employed.

The limitation of eight hours of work a day or forty hours a week may be waived

Such
an agreement shall be cancelled or amended whenever a wajority of the group wish to
cancel or amend it.
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(4) The hours of Work and compensation of the fire-fig'hting members of the fipe

(1)  The maximum number of hours of work shall be two hundred and eighty-eight hours
of actual service for twenty-eight days;

(2} Not more than one hundred forty-four hours of work shall be required in any two-
week period;

{3) The buwber of hours of each day's work shall be fixed from time to time by the
head of the department; ang

(4) Any other Provision herein to the contrary notwithstanding, it any fire-fighting
member of the fire departments of the political subdivisions of the State is reguired
te report for duty on a legal holiday, he shali receive double-tina credit for all
hours of duty. Thisg double-time credit shall include and not be in addition to his
regular straight-tipe Pay.

(&) Employees in salary ranges 1 through 16 shall be Paid for all hours worked in

eXcess of the foregoing limitations in cash at the rate of one and one-half hours for
each hour of overtipe worked,
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(£) 1If compensation for overtime worked is due an officer or employee at the time of
severance, it shall be paid in cash.

(g) Any work performed in a spread of more than ten hours per day, exclusive of meal
beriods, shall be considered as overtime work and the employee shall he paid for such
work at the rate of time and one-half.

()  Whenever an employee is required to report to work because of an emergency out-
side of his reqular scheduled working hours, he shall he paid for a minimum of two
hours of work, calculated from the time hae leaves his home until he Yeturns from work.

{h-1}) Whenever an employee is required, with less than forty-eight hours advance
notice, to report for work on a shift other than the shift for which he was officially
scheduled, he shall be credited for overtime work for each hour of work performed on
the first work day of such new shift.

(i) The provisions of this section in regard to payment in cash shall be applicable
when compeansatory time off for the overtime cannct be taken by the employee within
thirty days after the overtime work,

(i) An employee who, by agreement with the head of his department, performs stand-by
or emergency service in excess of his normal hours of work in exchange for accommada-
tions provided him for the convenience of the government, shall not be entitled to
overtime creditf for such service except for emergency service rendered on his sched—
uled day off.
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{d) 'The hours of work and compensation of the fire-fighting members of the fire
departments of the poelitical sukdivisions of the State shall be governed by the
fellowing provisions:
{1) The maximum nuwber of hours of work shall bhe two hundred and eighty-eight hours
of actual service for twenty-eight days:

(2) Mot more than one hundred forty-four hours of wark shall be required in any two-

week period;
{3) The nurber of hours of each day's work shall be fixed from time to time by the
head of the department; and

(4) Any other provision herein to the contrary notwithstanding, if any fire-fighting
member of the fire departments of the political subdivisions of the State is reguired
to report for duty on a legal heliday, he shall receive double-time credit for all

hours of duty. This double-time credit shall inclode and not be in additiom to his

regular straight-time pay.

(e} Employees in salary ranges 1 through 16 shall bes paid for all hours worked in
~half hours for

excess of the foregoing limitations in ¢ash at the rate of one and one
each hour of overtime worked.

Employs¢es in salary ranges 17 through 28 shall be paid for all hours worked in excess

of the foregoing limitations in cash at the rate of one and one-half times the mini-

mum step of salary range 17.
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Appendix B
L_(_k)_7 The department of personnel services of the State and the departments of

civil service in the political subdivisions of the State shall each ke respons:?.ble ACT 40, SLH 1966, RELATING TC THE PAmEN;\MOFOz;\zH FOR OVERTIME WORK OF
for the proper administration of the provisions of this section in thedre&ipe;ttzzn FUBLIC OFFICERS AND EMPL s

: ini i and requla
jurisdictions. Rules and ?eglﬂatlons f:.:or th: Zgizridz;?:::z;:s of thz State SECTION 1. Puxpose. Section 11 of Article IIT of the Constitution of the State of
of hours of work and ox'rex.rt:!.me compensation oul ated by the respective persommel Hawaii provides for the consideration and enactment in a budget session of all urgen-
and its municipal subd].v:.s:l.?ns Sha%l.belpn}:a-iisionsy subject to the approval of the ¢y measures deemed necessary in the public interest. Said Section 11 further
dixectors of the State and its municipa :uthl it a;‘d county of Honolulu for the provides that ne urgency measure shall be considered unless a statement of facts
governor for the state rules, the mayor ? e t}'(ve officer for the rules of each constituting such vrgency shall be set forth in a section thereof and until such
rules of the ecity and c?l:mty; ar.ld the ch:-_ef :xe:u :les and regulations shall be such section shall have been first approved by each house., Pursuant to said Section 11 of
of the counties of Hawaii, K?ual Md-Maul- e icability in the application of Article IIT of the Constitution of the State of Hawaii, this Act is hereby declared
as to obtain, so far as PDS_Slble' uniformity and practica v ' to be an urgency measure deemed necessary in the public interest. The following is a
the provisions of this section.

statement of facts constituting such urgenay:

Section 5-72 of the Revized Laws of Hawaii 1955, as amended by Act 164 of Session
Laws of Hawaii 1961 and Act 256, S5.L.H. 1965, provides for Paynent of cash for over-

time work only when compensatory time off is not granted within thirty days.

This provision has compounded a difficult situation, When a public employee is
required to work overtime because of the rush of work, he then must take compensatory
time off within thirty days. If he is given time off, the already-rushed department

then loses his seriices while he is on compensatory time off.

It would be in the public interest and in the interest of efficiency to previde for
payment in cash for all overtime work.
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SECTIGN 2. Paragraph (d) (4) cof Section 5-72 of the Revised Laws of Hawaii 1955, as
amended, and as amended by Act 256, Sessicn Laws of Hawaii 1965, is hereby amended to

read:

(4} Any other provision herein to the contrary notwithstanding if any fire-fighting
member of the fire departments of the political subdivisions of the State is required
to report for duty on a legal holiday, he shall receive payment in cash at the rate
of two times his regular rate of pay for all hours of duty. This double time payment
shall inc¢lude and not be in addition to his regular straight time pay." .

SECTION 3. Paragraph {i) of ZSection 5~72 of the Revised Laws of Hawaii 1955, as
amended by Act 164 of the Session Laws of Hawail 1961, is hereby further amended to

read:

"{i) The provisions of this section in regard to payment in cash shall be applicable
in all cases except where the employee who has performed the overtime work elects, in
writing, to take compensatory time off in lieu of cash. Such employee shall receive
as compensatory time off one and one-half hours for each hour of overtime worked.
Such compensatory time off shall be scheduled by mutuzl agreement of the affected
employee and his appointing authority. &all cash payments shall be made within 45

days after the overtime work is performed."

SECTION 4, The sum of $100,000 or so much thereof as may be necessary is hereby
appropriated from the general revenues for the additional cost of payment in ¢ash for
overtime work for the period July 1, 1966 up to and including June 30, 1967; provided
that the department of budget and finance shall report expenditures made from this

appropriation during the next session of the legislature.
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The appropriation made by this sectien shall be allotted by th

to the several boards, commissions, officers of the state o

whose functions were transferred to the state by act 97
.

rector of finance
and to county agencies
Session Laws of Hawaii 1985,
Separata and faderal fund
funds are wtiliyeq and that
of finance whe shall deposit

Or any extension therecf, It is Provided that special,

monies shall be used to the maximum extent before state

unexpended funds shall he returned to the state director
the same into the general fund.

SECTION 5. 1If any section, subsection, paragraph, sentence
.

coas L IS
approepriation contained in this Act is for any reason held & lause, phrase or
(o]

; ¢ - be : .-
J.m.ralld, such decision shall not affeet the validity of the .H{ICODEtltutlonal oF
this Act. Temaining portions of

SECTION 6. This Act shall take effect on July 1, 1966

{Approved April 27, 1966} H.B. 526
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Sec, 8.304 Qoo

Appendix C

Extract from Chapter B-3, State Personnel Manual

=== LRl SUNe . Tanual

OVERTIME WORK REGULATIONS

Sec. 8.303 Coverag, Credit for Compensatory Time for Overtime Work.

a.

Employees who are entitled by law to raceive credit for compensatory
time because of overtime work are those employees whe are paid
according to the salary schedule for officers and employees under
Chapter 4, Reviged Laws, of Hawaii 1955, as amended, and whose pay
rates are between salary range 1 and salary range 28 inclusive.

Persons not entitled to earn compensatory time credit for overtime
work are:

[1) elected officials,

{2} head of a department, First deputy, or first assistant,

(3) officers and employees who are paid at salary range 29, or
higher salary ranges of the salary schedule for general
employass under Chapter 4, Revised Laws of Hawaii 1955, ag
amended, and

(4) officers and employees whose pPay or compensation are exempted
from the provisions of Chapter 4, Revised Laws of Hawaii 1955,
as amended.
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a.

urrence 9f Qvertime Work.
===nrielice of OUvertime Woxlk

Overtime work will occur when an employee renders servige at the

direction of proper authority if the performance of such service is:

(1)
{2}

(3)

(4)

{5}

(6)

in excess of 8 hours a work day,

in excess of 8 hours whenever an employee, after completing his
scheduled 8 hour shift, is dirscted to continue working without
stopping and works into the next calendar day,

in excess of 40 hours ber work week without a holiday, subject
to a reduction of said 40 hours by 8 hours for each heliday
observed,

on any day which is observed asz a legal holiday; whenever the
major portion of a shift falls on a day chserved as a legal
holiday, work performed during the entire 8 hour shift shall
constitute overtime work Provided that no further credit because
of the overtime work shall he granted notwithstanding any octher
provision of these regulations,

on the employee's scheduled day off and there has been no change,
by mutual consent or by due prior notice, in the work schedule,
or

in accordance with spe¢ific conditions stipulated by law or by
regulations under this Part, which provide for overtime compen-—
sation.
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b.

Additions and eXceptions to the above provisions are as follows:

(1)

(2)

(3)

Split shift Work.

An employee who works a split shift will earn cvertime for each
hour which exceeds 10 hours, exclusive of time for meals, cal-~
¢ulated from the time he starts and ends his work day.

Emergency Work.

an employee on off duty status who is called back to duty
because of an emergency will be credited with either:

{a) & minimum of 2 hours regular pay, calculated from ths time

he leaves his home and until he returns home from work, or

{b) overtime work caleculated from the time he leaves his home
and until he returns home, whichever is greater in value.

Bxchange for Perguisites.

An employee whe by agreement with his department head receives
perguisites or accommodations in exchange for rendering stand-by
or energency duty in excess of his normal hours of work:

(a) will not earn overtime for rendering scheduled stand-by
duty,

{b) will not earn overtime when called to render emergency
service during his scheduled hours of such duty, and

(2) will earn overtime for each hour of work when called to
emergency duty on his scheduled day off.
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Sec.

Sea,

8.305

8,306

Amendment

{4} In any week during which a holiday is observed and the employes
is scheduled tc work four normzl 8 hour days (including or not
including the day on which the legal holiday is observed),
ahsence from work on any of the four days of scheduled work
shall be accounted for in the nommal manner and no overtime

shall be earned thereby.

(5) Whenever an employee is required, with less than 48 hours
advance notice, to report for work on a shift cther than the
shift for which he was officially scheduled, he shall be
credited for overtime work for each hour of work performed on
the first work day of such new shift.

Lonversion to Compensatory Time Credit.

The number of actual hours of overtime worked shall be converted to

compensatory time credit at the rate of 1% hours of compensatory time

credit for each heur ¢f overtime work, except as provided in Sub-secticn

8.304 b{2) above, relating to emergemcy work.

Compensatory Time Off Charged as Compensatory Leave.

8.

An employee who has compensatory time credit may be scheduled for or
granted compensatory time off by his department head. Such compensa-—
tory time off shall be charged as compensatory leave.

An employee on compensatory leave shall be deemed to be on offigial
leave with pay status.
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Sec.

8,307

Sec.
G. An empioyee who notifies his department head in advance or substanw

tiates to the satisfaction of his department head that he was sick on
a scheduled day of compensatory leave shall be charged only for sick
leave,

Compensation for Compensatory Time Credit.

a. Cash payment for compensatory time credit shall be made when compen—
satery time off is not granted within 30 days of the day on which the
overtime work cccurred.

b. at
enployee shall be paid in cash for all compensatory tine credit
earned but not yet taken as compensatory time off except as noted in
Sub-section 8,307 4.

the time of termination or resignation from State service, the s
ec.

e. Such cash payments for overtime work shall be determined as follows:

{1} employees in salary rangesl through 16 shall be paid in cash
at the rate of one and one-half hours for each hour of overtime
worked based on their existing hourly pay rates, and

{2) employeas in salary ranges 17 through 28 shall be paid in cash

at the rate of one and one-half times the minimum step of salary
range 17.

d. Cash payment for overtime work which occurred prior te July 1, 1959
is not authorized.

30

8.308

8.309

Furnishing of Meals,

a. When an employee is required with less than 24 hours prior notice to

work overtime g0

because of an emergency and therefore is unable to
home for a meal he usually consumes at home, his department. shall
furnish him with such a meal or the reascnable cost of one,

it does not excesd two dollars.

brovided

h. Overtime work necessary in the usual operaticnal routines to meet
deadlines or to overcome a backlog of work shall not be considered
as emergency duty.

Mutual Aqreement

a. Qvertime Work.

(1} A mutual agreement in writing may be entered into between the
appointing authority and a majority of a group of employees in
2 work unit. Through this agreement, the limitations of an 8
hour day and a 40 hour work week with respect to overtime work
may be modified for the convenience of the employeas, Any

nmodification shall provide within a reasonable period for an

average work wesk of at least 40 hours.

{2) An agreement may be cancalled by management or by a majority of
the employees concerned provided written notice is given to the
employees or to the appointing auvthority, respectively,

30 days in advance of the date of cancellation;

at least
Provided that
such 30 day notice may be waived by mutuzl consent.
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Sec.

L.

8.310 a.

(3) When a majority of the employees concerned dasire to amend an
agreement, a new agreement shall be executed with the appointing
authoritcy.

Stand-by and Emergency Servigce.

an appeinting authority may enter intoe an agreement with an employee
to furnish perquisites or accommodations for the convenience of the
governmment in exchange for the performance of stand-by duty and
emergency service after his scheduled or nommzl hours of work.

Such agreement shall be submitted to the Director of Personnel
Services for prior review to assure compliance with the provisions

of law and these regulations.

SPLIT SHIFT

An employee who works a split shift shall be paid an additicnal
amount based on 9¢ per hour for each hour of actual work on a split
shift.

In determining the cash payment for overtime work credi& granted
because of off duty time as specified under Sub-section 8.304 {b) (1),
the employee's basic compensation plus the split shift differential
will be used in determining the cash payvment due purshant to Sub-
section 8.307 c(l).
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Sec. 8.311

Sec. 8.312

N

STAND-BY DUTY

For each day or portion of a day of stand

Y by duty, the employee
ghall be paid an additional amount equal ' o

to 5% of his daily pay rate.

Whenever it is necessary for an employee on stand—by duty to render

service in response to an emexrgency call, he shall be entitled to
further compensation as provided in Suyp-
that an employe2 may be called to duty i
not, unless such employee is on stand
to the additional 5% Compensations

section 8.304 b(2). The fact
n cases of emergency shall
~by duty, entitle such employee

but if called to duty, he shall be

entitled te the overtime compensation

Legal Holidays.

a.

Legal holidays shall be observed as Provided in Section 1

i —-43, Revised
Laws of Hawali 1955, as smended. *

These holidays are:

*New Year'
ar's Da *Independenca Day

*Presidents' Day
Kuhic Day

Good Friday
*Memorial Day

*Labor Day
*Veterans' Day
*Thanksgiving Day

*Ch;istmas Day
Primary Election Day
General Election Day

Kamehameha Day
*National Holidays

A legal heliday which falls on Sunday shall be ohserved on the

Monday which immediately follows. an employee who works on such a

Monday earns overtime unless otherwise provided by a mutual agreement.
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Sec.

8.313

C.

A legal holiday which falls on Saturday and is also a national holi-
day shall be observed on the Friday immediately preceding. An
enployee who works on such a Friday earns overtime unless otherwise

provided by a mutual agreement.

For each legal holiday observed during a week, the number of hours of
work for that week shall be reduced by eight hours.

Whenever a holiday is observed on a week day (i.e., on a day other
than Saturday or Sunday) and such day coincides with an employee's
regularly scheduled day off, he shall be entitled to a day off on

another day in lieu thereof.

Appeal.

a.

An officer or an employee to whom the regulations in this part are
applicable and who is in disagreement with the application to him of
any of the provisions of these regulations in an actwal situation,
may submit a reguest in writing to the Director of Personnel Services
for consideration.

The employee's request shall be sukmitted in duplicate and shall
include the following information:

(1} schedule of work as follows:

{a) the starting and ending dates for the work week in which
the situation arose,

(b} The days on which he was scheduled to work, and

(c) the hours of his work day or shift as scheduled;
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(2} during that work week:
(2} the actual days worked, and

{k) the actval hours worked esach day (show the time work began,
when meal time began and ended, the time work resumed,
the time work ended each day)

(3)  other factual information which is directly related

{4} the determination made by the employee's department for which
consideration by the Director of Personne) Services is requested

(5) the employee's belief as to what is proper
(6) when applicable, any designation for somecne to serve as the
employee's official representative, and

(7) the employee's signature, positien held, organizational work
unit, department, and island on which employed.

The Director of Pevsonnel Services shall conduct such study and

investigation as may be necessary, shall make his findings, and shall
inform the employee of his findings and his decision.
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GVERTIME HOURS

to the nearest hundredths)

Departments

Accounting and General Services
Agriculture

Attorney General

Budget and Finance

Cefense

Education

Hawaiian Home Lands

Health

Judiciary

Labor

Land and Natural Rescurces
Lieutenant Governor

Personnel Services

Planning and Economic Development
Ragulatory Agencies

Social Services

Taxation

Transportation

University of Hawaii

Fiscal Year 1964-65

2,600
9,600
200
4,000
400
5,800
700
46,800
7.300
4,100
2,200
300
1,800
700
200
-18,600
2,400
55,300
4,900

167,900
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Appendix D

lst Three Quarters

Fiscal Year 1965-66

2,800
7,000
100
5,100
300
7,400
800
35,400
3,300
4,800
1,200
1,400
200
200
10,200
3,100
36,700
5,900

126,600

Appendixz E

DIRECT COST QF OVERTIME IN FISCAL YEARS 1965-1964,
1966-1967: SOME ASSUMPTIONS IN CALCULATION

In chapter 2, it was estimated that the direct cost of overtime to the State was
$726,000 in fiscal year 1965-1866, and will be $810,000 in fiscal year 1966-1957.
estimated the costs for these fiseal years,

We
because at the time of ocur examination,

the actual data for these years were not available. In arriving at the estimated

costs, certain facts were necessarily assumed. Here, we test the validity of thaose

assumptions,

l. Fiscal year 1966. The assumptions underlying our estimate of $726,000,

are as
follows:

Asgumption 1. The total overtime hours for 1966 were the same as the total for 1965-—
that is, 168,000 hours,

This assumption is not as far~fetched as it might appear.
During the first nine months of fiscal year 1966, State employees’
totaled 127,000. A natural projection of the nine months*

overtime hours

figure indicates that, by
June 30, 1966, the State overtime hours should have totaled at least 169,000,
1,000 hours more than the total for 1965.
more than 169,000,

or

In all probability, the year-and total was
inasmuch as the rate at which overtime was being incurreqd during
the first nine months of fisecal year 1966 exceeded the rate at which overtime was
ineurred during the same time periocd in fiscal year 1865.

Assumption 2. The employees who worked cvertime in fiscal year 1966 were substan—
tially the same employees who worked overtime in fiscal vear 1965.

To estimate the
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cosat of ovaertime for fiscal year 1966, we need to know what overtime premium rate we
may reasonably apply to the 168,000 overtime hours. In the absence of actual data
for the year, the only available base from which we can deduce a rational premium
rate is the $2.71 average, hourly, regular rate of pay of employees who worked over—
time in 1965. This base figure of $2.71, of course, is useful enly if the employses
whe worked overtime in fiseal yeer 1966 were substantially the same employees who
worked overtime in fiscal year 1965. Any substantial difference in the identity of
the overtime workers might well reguire a base cther than §2.71, in calculating the
premium rate of overtime pay for fiscal year 1966.

This assumption--that the same employees worked overtime in both fiscal years-——is a
reasonable one. A perusal of the rosters of overtime werkers for both 1965 and 1966
reveals that the same names appear on both. To be sure, there are some names on the
1966 list which are not on the 1965 list, and, conversely, there are names which are
:n the 1865 list but not on the 1966 list. We are alss mindful that some of the
1ames appearing on the 1966, but not on the 1965, roster are names of those who were
first-time employees in 1266. Their salaries are genherally lower than the salaries
»f the "ocld-timers", and the introduction of such lower salaries tends to lower the
iwverage, heourly, regular pay per employee. However, the difference between the 1965
ind 1966 rosters of overtime workers is relatively small, and the average, hourly,
ceqular pay per employee is but only slightly affected.

isgsumption 3. The average, regular, hourly rate of pay of all employees who worked
wertime in fiscal vear 1966 was $2.78 during the first half and $2.98 duzring the

iecond half of the fiscal year. In fisgcal year 1966, all public enmployees enjoyed
1 substantial increase in pay. The pay increase came about as a result of Act 223,
iLH 1265, which {a) raised the pay of all public employees by 7.5 percent, effective
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January 1, 1966, and (b) granted a 5 percent longevity step increase, effective

July 1, 1965, to employees ai the maximum step in a salary range, who would not

otherwise have been entitled to such increment advance during the fiseal year. In

addition, employees, other than those at the maximum step in a salary range, recaived

their normal 5 percent increment step increases gt various times during the fiscal
year on their respective "service an.niversa:y dates."

The 5 percent incremental increase (whether gained under Act 223 or through normal

inorements) were not received by the employees 21l at the same time, but rather at vari~

ous times throughout the fiscal year., We assume that the effect of the incremental

increase was felt by the workers at an even rate over the year, for an average incre-
mental increase of 2.5 percent. This means that effective July 1, 1965, the average.

regular, hourly rate of pay of enployees working overtime in fiscal year 1366 was
2.5 percent more than $2.71,or £2.78.

The 7.5 percent pay increase granted to all

public employees became effective on
January 1, 1966.

This means that effective that date, the average, regular, hourly

rate of pay of employees working avertime in fiscal year 1966 was 7.5 percent more
than $2.78, or $2.98,

Assumption 4. The 168,000 total overtime hours were evenly digtributed between the
first and second halves of fiscal year 1966. Since the 7.5 percent general wage
increase granted to all employees by Act 223 did not become effective until

January 1, 1966, our ¢zleulation of the overtime cost for fiscal year 1966 must be
made in two stages. We must first caleulate the overtime cost for the first half of
the fiscal year to December 31, 1965, using only the average 2.5 percent incremental
step increase. We must then caleulate the overtime cust for the second half of the
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figcal year from January 1, 1966, to June 30, 1866, utilizing both the 2.5 percent
increment step increase and the 7.5 percent general increase. In doing so, we assume
that the total 168,000 overtime hours were evenly distributed between the two halves
of the Ffiscal period. This assumption is reascnable, in the light of 1965's experi-
ence which shows that more overtime was inecurred@ in the second half than in the first

We calculated the overtime cost for fiscal year 1966, on the foregoing assumptions,
as follows:

First half 84,000 overtime hours @ $4.17
par hour (1% x $2.78) = $350, 280

Second half 84,000 overtime hours @ $4.47
per hour (i% x §2.98)

375,480
$725,760

2. Figcal year 1967. The estimated cost of $810,000 is anchored upon the same
azssumptions used in estimating the cost for fiscal year 1966, with this cne addition—

al assumption.

Additional assumption. The average, reqular, hourly rate of pay of all employvees
working overtime in fiscal vear 1967 is $3.21. By June 30, 1966, every State

employee gained a total of 12.5 percent increase in wages due to Act 223 and the
normal increments. This means that on June 30, 1965, the average, regular, hourly
rate of pay of the overtime workers was $3.15. The employees, except some of those
at the maximum step in a selary range, will again enjoy a 5 percent incremental step
increase at various times during fiscal year 1967. We assume that the effect of this
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ineremental increase will be felt by the employees at a reasonable rate throughout

the fiscal year, for an average incremental inecrease (after taking inte account those
employees who will receive no increments at all) of 2 percent. This 2 percent incre-—
mental increase raises the regular, hourly rate of pay to $3.21 (or an average over—

time premium rate of $4.82). The cost of overtime for fiscal year 1967 is caleulated
thus:

168,000 overtime hours @ $4.82 per hour = $809, 760,



SUMMARY OF CVERTIME CAUSES

Appendix F

DEPARTMENT

SECTION OR
PERSONS THVOLVED

REASONS GIVEN FOR OVERTIME

Planning and

Planning division

Preparaticn of the governor's capital

Bducation

Personnel, business and
data processing; library

Work load increase due to increased empha-)
sis in efducation: the new pay schedules
have inereased the work lead for clerical
workers in the personnel and payroll
areas; the personnel section has increased
work to do in recruitment, certification
and placement; the business office has
more work in its fiscal operations.

University
of Hawaii

Colleges: business,
admissions and records
offices; maintenance
and security cperations

Peak work loads at the beginning and end
of semesters for pre-registration, regis—
tration, grading.

Agricul ture

Inspectional and en-
forcement (plant and
animal gquarantine in-
spection, meat inspection
and commodities inspea-
ticn?

Work loads and work schedules are based
largely on the needs and demands of pri-
vate industry and the seasonal nature of
agricultural commcditias.

Land and
Natural
Reacurces

1. Forestry

2. Fish and game

1. Field work invelves long and unusual
hours, some overnight or over a period
of days. Long distance to project
area makes overtime work preferabkle to
complete the project rather than re-
turn another day to finish job.

2, Nature of work requires working irreg-
ular hours, on weekends and on holi-
days.
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Econonmiec improvements budget; legislative services
Development on the CIP during legislative sessions.
Transporta- a. Highways division a. Highways division
tion
1. Design section 1. Manpower difficulties caused by
constant turnover of perscnnel and
unfilled positions.
2. Piscal section 2. Increased work load due to expanded
program.
3. Maintenance 3. Emergencies caused by storm damages
and traffig accidents.
b. Harbors division b. Harbors division
1. Design section 1. Manpower difficulties caused by
constant turnover of personnel and
unfilled positions.
2. Fiscal section 2. Program expansion.
3. Harbor pilots 3. Irregular ship movements.
¢. Airports diwision, c. Alrports division
alrport operations
Personnel turnover.
Defense Patrol guards Holiday work; sometimes sick leaves and
vacations.
Hawaiian Fis¢al operations Posting menthly statements sent to home-

Hiome Lands

steaders and processing monthly records;
and position vacancies,
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Health

State Hospital and
Waimano Home

Sick leaves, holiday work, accide?ts,
changes in shift without 48 hours i tion
notice, personnel turnover and posi
vacancies,

Judiciary

1. Detention hone

2. Court reporters,
court clerks, and
bailiffs

3. Probetion officers

itions, and
i leaves, vacant posi
- 5;§iqes in ;hifts without 48 hours'

notice.

% i tends
urt session somet1me§ ex
2 g:yond £he normal working hours to
await jury verdicts.

3. Meed to counsel juvenile traffic
offenders on Saturdays.

Labor and
Industrial
Relations

1. Youth Opporitunity
Center

2. Unemploymgnt
compensation

3. Data processing

1. Need to meet federal deadliqiiein
establishing programs. Unfi
counseling positions.

2. Increased number n? requestsF§:iajob
clearances for immigrants. t .
servicing of rained—out, plan'a o .
unenployment compensaticn claimants.

tes

ion of new employer tax ra

3 Eggngzxéloyment compensation durlngh
the period between Dacember and March.

Social
Services

1. Corrections division

2. Business and
personnel offices

i osition
id work: sick leaveg, posi
* H;é:nZ{es; changes in shlft§ w;thoutd
Za hours' notice. Emergencies cause
by riots and escapes.

2. Adjustments of welfa;e paymegts re-,
’ quired by increases in benefits.

Accounting 1. Bccounting division 1. Closing of books at the end of each
and General quarter and at the end of the fiscal
Services year. Late submission of claims and
work load fluctuations require overtime
to examine vouchers and record claims.
2. Data Processing 2. Need to process payroll requires stop-
page of its regular work.
Attorney Stenographic staff Preparation of administration bills prior
General to the convening of the legislature;
preparation of complicated briefs and
legal opinions.
Budget and Budget division Preparation of the governor's operating
Finance SWIs budget; providing services to the legis-
lature during legislative sessions.
SWIS needs +o get geing.
Lieutenant Elections Preparation for pPrimary and general
Governor administration elections.
Personnel Examination, Classifi— Administering examinations on Saturdays
Services cation and Pay and processing yearly increments; special
divisions brojects,
Requlatory Varicus units Investigations, in-service training after
Agencies working hours, attending board meetings,
administering examinations at times other
than the normal working hours; complying
with legislative requests.
Taxation
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1. Real property tax

2. Incoma tax

1. Need to meet deadline in mailing tax
assessment notices to real property
ovners.

2. Income tax season.
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APPENDIX G MEMORANDA OF COMMENTS BY
AFFECTED AGENCIES

DAGS-25
TIME SHEET Appendix &
Hamn Dapartmant Far Payroll Pariod
Secial Security No, Hoalh Earned Fayrall Ha.
MEMORANDA OF COMMENTS BY AFFECTED AGENCIES
T T o o] P This overtime report was completed in December, 1966. On Janvary 11, 1967, we
tarte: “Endus rke: ] . :
—= = Ll distributed copies of the report to all affected departments for their comments, via
2y & transmittal letter, a copy of which is attached as Attachment #1,
PR
; '2: As noted in our letter, because of the relatively large mmber of departments
Y affected by the raport, we requested the departments of personnel services, budget
7| 22 s . .
A and finance, and accounting and general services (the three State staff departments
:u » which have overview responsibilities for statewide administration of overtime) to
]2 coordinate all departmental responses. We asked the three staff departments to sub-
12 ]2
s [FET mit to us, by no later than January 31, 1967, a single, c¢ohesive and comprehensive
o 14|
D rasponse.,
3l
The department of personnel services assumed the leadership in drafting the com—
Total Hours Worked prehensive response. It was received on February 6, 1967, after the report itself iad
1. Houly Employes 4, Split ShiRt been sent to the printers for publication. The response is attached as Attachment #4.
Totel Hours T Tatal hours....... The comprehensive repert is a brief one, touching only upon the overtime records.
rate Less meal Hima aff,
Met :u::._ x 07 Other aspects of the overtime report are not discussed. It is apparent from the
2. Ovartima Hours span of work__.. letter of the department of personnel services that it deces not agree that the over-
Tl b NL:-;_'mul fima off. time recoxrds are insufficient. We do not think it necessary to comment on this
otal hours 8] ours,. ... . N
xly x 1Yz over 10 h boint, since the nature of the deficiency in the maintenance of the records and the
LH}:::? Nefg;nT?hmunf . difficulty we experienced in securing the necessary data for our report are fully
Net Qus e Rourty rate discussed in the main body of our report.
3. Standby Time Inasmuch as we asked for a ccordinated reply, we did not expect to receive any
Totel D direct replies from the various State depariments, and we received none, except from
‘atal Days Worked : .
5% of y Honke is the department of Hawalian home lands and the department of taxation. Their res-

aily raty

ponsaes are attached as Attachments #2 and #3.
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Attachment # 2
PROJECT OFFICES ot oreeE Clinten T. Taninura Attachment #1
etk orrice ors Auditor
KAMUGLS, HAWALT s erme
EAUKAHA orrice RAMULUL Mawt THE QFFICE OF THE AUDITOR
me e woLskM rrice State of Hawaii
. . . mox 1ma Iolani Palace
" . wotoxal
poLEH, Hotex Honclulu, Hawaii 96813
KavAs BRFICE
v o mox 23z
LIHUE, XAURL ©  January 11, 1967

STATE OF HAWAII
DEPARTMENT OF HAWAIIAN HOME LANDS
m. e, BoX 1870
HONOLULU, HAWAII sanos RECE{VED

January 13, 1967 Ul y g 1967

DHICE OF TNE AUDI1OR
e

Mr. Clinton T. Tanimura
Auditer, State of Hawail
lotani Palace

Honolulu, Hawaii

Dear Mr. Tanimura:

Thankt you for the opportunity to read
g’?X;‘EREPORT TO THE GOVERNOR AND TﬁE LEGISLA'?‘S?!EB()D‘?‘m%EE
4 thF HAWAIL ON OVERTIME IN THE STATE GOVERNMENT
def:“e;, 1966, I find the report comprehensive and
Jela ie » @5 1t should be, and fee! the recommendations
ontained therein c¢ar be of great help In bringing about

an acceptab
CUntrol? le, unified methoed of overtime management and

We both agree, I'm certain
that overtime
;:;;é:g&eliminaéed :ut it can aﬁd should be fai:?;n:;dbe
managed and cont .
Bten oY injonged and oc Telled Your report is a proper

Very truly yours,
L AT N

A. K. PIIANAIA, Chairman
- Hawaiian Homes Commission

cc: Personnet Services
Budget and Finance
Accounting and General Services

T transmit herewith for your studied consideration our prelim—
inary report entitled, "Overtime in the State Government."” Our
study was conducted pursuant to the duties znd powers vested in me
by Article VI, Section B, of the Constitution of the State of Hawaii
and Chapter 2, Part IIX, of the Revised Laws of Hawaii, 1955.

The term, "preliminary' indicates that the report has not
bean released for general distribution. Howsver, copies of this
report have been submitted to the Governor, the Speaker of the
State House of Representatives, the office of the Senate President,
and all state agencies affected by this examination.

It is ocur policy to afford all agencies affected by ocur exam—
ination with an opportunity to comment on our findings and recom-
mordations and to incorporate a1l such agency responses in our
final report. However, because of the statewide nature cf our
recommandations and the relatively lerge number of agencies that
are affected by this report, we have requested the departments of
personnel services, budget and finance, and accounting and generazl
services to jointly coordinate all agency responses in order that
we might receive a single, cohesive and comprehensive report. I
would appreciate receiving this report by nc later than Jamuary 31,
1967.

If you wish to discuss any aspect of this report with usg, we
will be pleased to meet with you on or before January 20, 1%67.

I wish to take this opportunity to thank you for the excellent
cooperatieon apd assistance we have received from your agency.

Yours truly,

Clinton T. Tanimura
Auditor



JOHN A BURNE
0¥ KGR B2 KAWA

g

Actachment 3

Attachment $#4

DIREETOR OF BERFOMMLL BXAYICEE ”.:‘ ~ ::.

ECWARD L. MCINTOW
GEPUTY DIRECTAR OF FEMIONNEL TERVICES

DEPARTMENT OF TAXATION
STATE OF HAWA[I erare or sl Mt
DEPARTMENT OF PERSONNEL SERVICES A 2 4 1Y
825 MILILANI ETREET CRICE OF THE AuDITOR
HONGLULU 13, HAWAN “Cﬂvl‘ﬂ_ Honolulu, Hawaii e
Jumuary 23, 1967
February 6, 1967 FE3 6 1967
g::glﬂ OF ThiE Aublign
—_— Hr, Slimten T, Tanimure
Sudtor, The Dffice of the Anditor
Hongrable Clinton T, Tanimura Iolani Palace
Legislative Auditor Bomolulu, Hawaii 96819
State of Hawaii Dear Hr. Tanimurat
Iolani Palace
Honalulu, Hawail Thask you for your courtesy in seading me a copy of yeur prelinfmary
ceport eatitled “Overtime in the Stata Goveroment."
Dear Mr. Tanimura: Te have reviewed the report and it ia our conclusion that all of your
reconmendations ave eound, Your recomendation thet chare be specific
Thank you for the g 3 budgeting for overtims indirates s recognition of the realities of the
D THE LBG}’SLA‘EURE oF Tﬁger;unity o read and examine your REPORT TO THE GOVENKOR situation as it axists. We agree that the existing preminm pay inequity
DEC E STATE OF HAWAII on OVERTIME IN THE STATE GOVERNIMENT, should ba corracted. Aleo, wa are In full agreement with you that thers
EMBER, 1968. As requested by vou the three staff agencies, Budget and Finance, should ba = unifarm system of recording and Teporting overtime,
?:::mt::naa:;:ugegemlt:”:ic“ a?d Persennel Services have recolved the replles Specific rafaTances to the depactuent of baxation ate made throughout
artmen’ 3 !
e sy ¢oples of which were transmitted directly to you. the reporc and wa would 1fke te eubmit our commeots on these as Follow!
‘ We find your report te be comprehensive and detailed and we agree that some 1. See Paga 2, faacoote 2. It f9 true that our policy manual coacaing
°itY°‘g paint: are well taken. Howewer, we feel that you have over-generalized the the stateacat chat O(The) cbiective of the deparcment de to elfafuate
situation as Lt exists among the various departments and we do not agree that the all overtloe,” However, 1t 13 Aot true, as you havs szated ditorially,

that we consider overtime an evil to he eliminated. With so meny

overtime rac
ords are insufficient, utory deadlines to contend with, we would ha the firat to adait

El overtine cannot be mtl[!ly eliminatad io the department of
o IGSRCFMI:E No. 1 which was established in connection with the operations of taxation. Expsdltlously used, overtfme 14 a valusble "tosl” for va.
F.S';‘g:;’cfefﬁxsﬁ;ai,'}glﬂh: ;::;::jgglm:x:glsﬂ:‘fe: t?" past four years for the 2. See Page 26 (lime 1 left colum). You havé stated in the report rhat,
collection and distrita don of personnel data. The “the depariment of taxation alléges Ehat overtime im needsd during
I it stribution of statistical date through Computer Center No. 1 is the anoual incona bax processing 5eason . . ." A check with cur
s o the process of refinement, Among the processes which will be added to operating puraonnel ham shown that N0 avartime, compensated by
the system in the near future are the recording and accumulation of data on vacation, compensatory time-off or premiua pay, was lucurred by this depertment

sick leave and overtime, in the ffacal year anding in 1966, er In euy later period, with

Fespect to the met Incame tex program.

3. See endix F, paga 105 (bottom of page in extremd right colugn). As
P E

Stncerely yeurs, - ramgons given for ovartime and zllegedly attributablé to this depare-—

i menz, you have stated: “Need to meet deadline in malling tax

- ;r: - aswcasment notices to real property owners." e fael that this
N : stetement should be rorracted to read: 'Meed to maet starutory
= EDI;IK‘A#AVAR&VES R{.,_J = AL A by, deedlines 1n assesning real property Eax.”
4 [AUFAASAL N
Directer of Personnel Services As gnother reasen, you hava stated: "Incoae tax aesson.” Ha are

ynable to find data to support this statement. See item 2 sbava,

Tt is oy opinien that your repart properly calls atreation to a problem
uhich needs to be eorrected. I aleo feel chet all of the State depart-
ments will gain frem any impl of your on

Sincaraty,

(7 22y uer
ML
[ S w— ® 3. fuss

Sincy 340 Direstst of Taxation
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Long and Short Range Programs of the Office of
the Auditor. Dec, 1965.

A Preliminary Survey of the Problem of Hospital
Care in Low Population Areas in the State of
Hawaii. Dec. 1965,

Examination of the Office of the Revisor of Statutes.
Audit Report No. 66-1 Jan. 1566,

An Analysis of H.B. No. 16, Entitled: A Bill for an
Act Relating to the Preparation of a Revision of

the Statutes of Hawail and Making an Appropzriation
Therefor. Feb. 1568, .

An Analysis of the State-wide Information System
Including Comments on its Operating Budget
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Comments on Act 97 Agencies’ Operating Budgets
1966-1967. Feb. 1966.

Procedural Changes for Expediting Implementation
of Capital Improvement Projects, March 1968,
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