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Executive Summary 

Since 2014, the County has experienced increasing costs in overtime expenditures but 

does not have a way to better understand the drivers of this growth. The data available 

does not provide enough detail to determine which tasks were completed using overtime. 

As a result, our data analysis was limited to trends rather than details of why departments 
used overtime. However, departments provided context on the need and use of overtime 

through discussions and responses to our survey. We also performed analysis on budget 

monitoring best practices for overtime expenses.  

Analysis of a 20-year data set show that Clark County overtime expenses increase during 
periods of economic growth and are reduced during economic downturns. This is true for 
all Clark County departments except the Clark County Sheriff’s Office (CCSO) Patrol 
function. Their use of overtime remained consistent during all economic conditions. The 
departments with the largest overtime expenses are CCSO and Public Works. However, 
overtime expenses for departments other than CCSO and Public Works grew about twice 
as fast during 2011 through 2017, the most recent period of economic growth. This period 
of growth ended as the County implemented expense limiting measures as a response to 
the pandemic. However, as seen in the previous recessionary effects on overtime 
expenses, once those measures are lifted the expenses are likely to increase again. 

Overall trends and reported drivers of overtime indicate expenses will continue to 
increase over the long term. According to departments, conditions driving growth in the 
use of overtime are continuing and increasing in strength. CCSO reported that challenges 
have emerged from changes in inmate interactions, additional staff training requirements, 
and increases in service demands due to population growth. Public Works reported that 
good or bad weather can drive overtime usage. Staff responds to emergency work 
associated with weather events but also utilizes dry weather to complete scheduled 
maintenance. Both CCSO and Public Works also report that meeting staffing needs has 
been a challenge due to difficulty in recruiting and retaining employees. This has led to a 
greater reliance on the use of overtime to provide base level service capacity. 

In addition to the increasing use of overtime, changes in cost factors also contribute to the 

increase in these expenditures. The rate of pay for overtime, method of calculation, and 
operational schedules are established in labor contracts. The County Manager’s Office, 

Budget Office, and Human Resources department collaborate to negotiate these 

contracts which are ultimately adopted by the County Council.  Some contract terms, such 
as the salary schedule, may contain provisions for increases during the contract period. 

These provisions affect the cost of overtime. When using overtime to deliver services, 

departments must adhere to overtime provisions of these contracts as well as relevant HR 
policies and federal laws. 
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We found that Clark County’s baseline budgeting approach for CCSO overtime expenses 

doesn’t generally reflect historical usage or changes in cost drivers. This has resulted in 
large variances each year between the initial adopted overtime budget and actual 

anticipated overtime expenses. To address this variance the county typically uses monies 

budgeted for contingencies or savings from salaries related to vacant positions. This 
approach provides flexibility in budgeting but also increases the risk that funds may not be 

sufficient to address large, unexpected emergencies. In addition, funds allocated for 

salaries may provide fewer hours of service when transferred to overtime budgets due to 

the higher rate of pay for overtime. These risks could result in service disruptions. 
Planning to have and address these variances each year also reduces the effectiveness of 

the expense budget to serve as a control over spending. More frequent updates to 

baseline overtime budgets that incorporate actual historical usage and changes in cost 
drivers will reduce these risks. 

Additional centralized oversight by the Budget Office could also improve opportunities to 

manage cost drivers and the ability to collaborate with departments to manage the use of 
overtime. Current oversight is focused on analysis of budget to actual expenditures. This 

does not provide a complete picture of the affect overtime usage has on departments. For 

example, by analyzing total payroll expenses for Jail Operations we identified a period 

where their overall personnel expenses declined even while overtime expenses were 
increasing. This illustrates where the utilization of overtime as a management tool can 

increase efficiency by limiting total expenses while still meeting operational needs.  

Departments also reported using overtime to expand service capacity during high 
demand, complete special projects, cover limitations of personnel availability, and to 

deploy staff during emergencies. Still, overreliance on overtime may have negative effects 

on employees and the quality of services. Monitoring of total payroll expenses and total 
payroll hours would help the Budget Office identify which overtime trends represent 

actual increases in county expenses as well as opportunities to discuss staffing levels with 

departments. 

In order for the County to improve its ability to manage overtime expenditures and 
understand the effects of those decisions, we recommend that the County Manager in 

collaboration with elected officials:  

1. Establish and define the magnitude of overtime expenses that should require additional analysis.  

2. Develop overtime budget analysis from the budget office that is required when the defined magnitude 
is reached by a department. Some analysis will require collaboration with departments that report to 
separately elected officials. Analysis should include the following metrics: 
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• average annual growth rate, total payroll (hours & dollars);  
• available data from benchmark entities;  
• projected labor costs growth (rate, calculation, scheduling) due to present and 

future adopted contracts;  
• track third party reimbursements; and  
• monitor fluctuations in service demand drivers for primary user departments that 

may indicate effects of overtime expenditures. 

3. Establish a threshold that when met  would require a staffing analysis be conducted, with consideration 
of fiscal and workforce related negative effects of overtime use.   

4.  Establish an interim overtime report that includes expense information in addition to relevant service 
delivery metrics that are affected by overtime allocations within large user departments.  

5.  If the current practice of baseline budgeting for overtime is maintained, initial budget levels should be 
adjusted more frequently based on actual expense trends.  

Executive Response 

The County Manager’s office concurs with the recommendations and their written 
response is found in Appendix A. We thank them and their staff for cooperation on this 
audit.  

Why we did this audit 

This audit was requested by the Council with the support of the County Manager’s Office 
after preliminary analysis showed an increase of overtime expenditures. This is Audit 
Services’ second overtime audit. The first, in 2018, focused on overtime expenditures 
within the Juvenile Detention department. This audit evaluates monitoring and managing 
of overtime expenses across all county offices and departments. 

How we did this audit 

Internal Audit reviewed the County’s current approach in monitoring and managing 
overtime in comparison to the GFOA’s best practices. We conducted interviews with 
selected county staff, analyzed overtime expense and researched industry best practices. 
Other areas considered but not included in the scope of the review were effects of 
overtime on the health and morale of employees, and the quality of services being 
provided. 

This review is unique as it was conducted through many operational challenges due to the 
COVID 19 pandemic response. We appreciate the many departments that worked 
diligently through this time to serve Clark County’s residents in ensuring continuity of 
services and responding during this unprecedented time.       



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 6 
 

Contents 
Executive Summary................................................................................................................. 3 

Introduction ............................................................................................................................. 8 
I. Long-term trends and reported drivers indicate overtime expenses will continue to increase 11 

A. Long-term trends show Increasing overtime expenses .........................................................11 

B. Overtime expenses forecast to increase during pandemic recovery .......................................15 

C. Conditions driving overtime expenses are continuing or increasing in strength ........................17 

II. County’s approach to budgeting overtime expenses produces large variances and creates 
some risk .............................................................................................................................. 23 

A. Baseline budgeting approach doesn’t reflect changes in actual expenses ................................23 
B. Large variances between overtime adopted budget and actual anticipated expenses create some 
risks 25 

C. Improved tracking of overtime reimbursement needed .......................................................29 

D. Budget practices should consider other industry / benchmark trends.....................................29 

III. More detailed monitoring needed to understand costs and benefits of overtime ................. 32 
A. No defined magnitude of overtime expenses that triggers additional monitoring.....................32 

B. No identified thresholds to assess when to utilize overtime or add new staff ..........................33 

C. Current analysis of overtime is primarily focused on staying within expense budgets ...............33 

D. Expanded analysis of total payroll hours and long-term trends needed for greater context .......35 

E. Analysis needed to measure effects of overtime cost saving measures on service levels ...........36 

IV. Recommendations ........................................................................................................... 39 
Appendix A: Management’s Response................................................................................... 40 
Appendix B: GFOA Best Practices ......................................................................................... 43 
Appendix C: Objectives, Scope, and Methodology ................................................................. 49 
Appendix D: Survey Results .................................................................................................. 50 
Appendix E: Sample Budget Drivers Data .............................................................................. 62 
Appendix F: Benchmarking Data............................................................................................ 63 
Appendix G: Washington State Auditor, Center for Government Innovation Resource............. 64 
Appendix H: Clark County HR Policy Manual 10.0 Work Schedules, Work Hours and Overtime
 ............................................................................................................................................. 67 
Appendix I: Payroll Data Valadation Fields ............................................................................. 69 
Appendix J: CRESA 2020 Annual Report Extract ................................................................... 70 
Appendix K: Clark County Overtime & Comp Time Expenses ................................................. 71 
Appendix L: Overtime & Comp Time Three Period Moving Average ....................................... 72 
Appendix M: Patrol & Jail Ops OT & Comp Time Chart .......................................................... 73 
Appendix N: Jail Ops & Patrol Total Payroll Bar Charts .......................................................... 74 
About Audit Services ............................................................................................................. 75 



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 7 
 

 

 

  
 
 
 
 
 
 
 
 
 
 
 

 
This Page Intentionally Blank 



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 8 
 

Introduction 

What is Overtime? 

According to the federal Fair Labor Standards Act (FLSA), overtime is time employees 
work over 40 hours during a work week. The FLSA provides minimum overtime standards 
but allows some exemptions for police, fire fighters, paramedics, and other first 
responders. The rate of pay associated with overtime is usually one and a half times the 
regular rate of pay for most hourly (nonexempt) employees. Under the FLSA, employers 
may provide a higher rate of pay or establish a shorter work week threshold for overtime.  

The Washington State Minimum Wage Act and labor contracts also affect the use of 
overtime. For example, some Clark County labor agreements include provisions that 
change the point when overtime pay is required from being based on hours worked in 
each week to being based on hours worked each day. 

Uses of Overtime 

Overtime provides managers with operational flexibility to address challenges such as 
increased demand for services, completing special projects, responding to weather events 
or unforeseen scheduling challenges, and implementing new laws or regulations. One 
alternative to using overtime to address these challenges is for an organization to 
reallocate resources from one service area to another. While this addresses the new 
demands, this approach effectively reduces overall services. Some services are mandated 
by law so this may not always be an option.  

Organizations may also choose to increase employee headcount to build in excess 
capacity needed to address these temporary challenges when they arise. Periodic reviews 
of overtime usage can help organizations to determine if reallocating resources or 
increasing headcount is more cost effective than continued reliance on overtime. 

In Clark County, overtime is used by departments responsible for delivering services.  
Departments must monitor their overtime expenditures to ensure they do not overspend 
their budget in keeping with the Revised Code of Washington (RCW) 36.40.130.  

Labor Contracts  

The pay rate, method of calculation and schedules are negotiated and adopted by the 
County Council. The Council, through the County Manager’s Office, Budget Office and 
Human Resources collaborate to negotiate contracts with various labor representatives.  
Department managers must adhere to overtime contract provisions and relevant HR 
policies.  
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Centralized Budgeting and Monitoring 

The Budget Office facilitates the budget development process by gathering expense and 
revenue information. The County Manager uses the information from departments and 
the Budget Office to develop a recommended budget for each department. The County 
Manager presents their recommendations to the County Council who has the authority 
and responsibility to establish the budget for all county operations. The Budget Office 
facilitates a centralized monitoring process that compares budget to actual results to 
monitor financial performance, including overtime expenses. The Director of the Budget 
Office describes their responsibilities as such: 

The county’s centralized Budget Office conducts monthly, quarterly, and annual 
monitoring of both revenues and expenses. Expenses are monitored with a methodology 
that compares budget to actuals for established budgetary controls. The Clark County 
annual budget is adopted at the appropriate fund, department, or division level.  This is 
documented in the language of the Budget Resolution on lines 20-22.   

There are additional budgetary controls that are defined within the County’s financial 
system.  A Budgetary Control Groups is a group of ledger accounts included in a 
budgetary ledger account summary in Workday. Ledger account summaries include 
related ledger accounts that are used to budget specific areas of operation. The current 
Budgetary Control Groups used are: 

• Salaries Budgetary Control Group:  includes salaries and benefits ledger 
accounts. 

• Controllables Budgetary Control Group:  includes overtime, other payroll related 
costs, supplies and services, non-capital expenditures and Fleet services, debt 
services, travel, and training ledger accounts. 

• Capital Budgetary Control Group:  includes capital outlay ledger accounts. 
• Technology Budgetary Control Group: includes server repair and replacement 

and technology repair and replacement ledger accounts. 
• Indirects Budgetary Control Group: includes county indirect cost plan, grants, 

and common cost ledger accounts. 
• Transfers Budgetary Control Group: includes manual and subsidy funding 

transfer ledger accounts. 

County Manager departments and the offices of elected officials are responsible for 
providing the data necessary for budget preparation. They must use the methodologies, 
procedures and forms provided by the Budget Office, and assign qualified and competent 
staff to budget duties. They provide the Budget Office with a clear understanding of their 
activities and business needs as well as with pertinent information about the current and 
future operation and economic factors that influence budget needs. They are responsible 
for operating within their assigned budget and are responsible for day-to-day 
management of their budgets.   

https://www.clark.wa.gov/sites/default/files/dept/files/council-meetings/2019/2019_Q4/2019-11-21.pdf
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Best Practices 

The Government Finance Officers Association (GFOA) provides best practices on budget 
monitoring that includes expenditure elements such as overtime.  In their guidance, they 
propose adopting budget monitoring practices that:  

“Allows a government to evaluate service level provisions, ensure any new 
initiatives are making expected progress towards goals/expectations, learn 
more about trends and other deviations that may impact future operations, and 
finally demonstrate transparency by sharing findings from this regular 
monitoring”.  

The guidance provides, amongst other steps, the following approach on how an element 
should be analyzed: 

Root cause: Governments should move beyond just identifying deviations from budget 
versus actuals and work towards analyzing and articulating why deviations occurred in 
order to move towards resolution. 

Time frame: Is it anticipated for any identified variance to continue or is there an 
underlying reason for the variance? How does the current spending pattern impact the 
subsequent year's budget? 

Requirements:  Structure budget monitoring to meet any interim reporting requirements 
that the government may have, if possible. 

Basis of comparison: Governments should also ensure that reference points for 
comparison are logical and appropriate and account for any major organizational 
changes that would impact any comparisons. In addition to comparison of current results 
to budget, government should expand their basis of comparison for more robust analysis 
to include: 

• Previous year actuals 
• Averages of several prior year actuals 
• Projections and forecasts 

For a full listing of GFOA’s budget monitoring best practices, see appendix B. In summary, 
to effectively manage overtime, it’s essential to monitor its use, forecast its expenses, and 
allocate future levels based on the entity’s cost drivers.  
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Audit Results 

I. Long-term trends and reported drivers indicate overtime 
expenses will continue to increase 
 
Summary:   

Clark County is experiencing conditions that drive an increase in overtime expense. Departments report 

that new operational changes have been made as a response to external or internal demands that rely on 
overtime for completion. Staffing dynamics such as labor contracts and filling vacancies have challenged 
management’s ability to apply mitigation efforts to reducing their reliance on overtime. Departments report 
that a great portion of their overtime usage is unplanned. The majority of expenses are concentrated within 

CCSO but when considering the average annual growth rate, the aggregate of other departments 
contributes a greater percentage growth. Overtime expense is forecast to increase during the pandemic 
recovery. The previous recessionary pressures seen in the last economic challenges kept overtime expenses 
low but similar pressures may not be experienced post pandemic. The average annual growth rate may 

return to pre-pandemic growth trends. Note, the data available does not provide enough detail to determine 
which tasks were completed using overtime.  As a result, our data analysis was limited to expense and hour 
trends rather than details of why departments used overtime (see appendix I). Departments provided 
context on the need and use of overtime through discussions and responses to our survey.   

A. Long-term trends show Increasing overtime expenses   

 

“Budget monitoring should include analysis of a diverse set of indicators to best inform 
the analysis and facilitate evaluation of a government's overall performance.”   Government 
Finance Officers Association, Best Practices Board approval date: Saturday, March 31, 2018 
 

 

Chart 1: FMS & Workday All County Overtime Expenses **Based solely on overtime expense 
information  
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As part of the response to the 2007-09 recession, the county limited the overtime 
expense budget for departments.   During this period departments that needed to use 
overtime were required to submit an exemption request to the County Manager’s Office 
for consideration. Chart1 shows the effects of these past measures are limited in duration. 
The data trend shows that for approximately seven years, the county’s overtime/comp 
time expenses were lower than the 2006 pre-recession totals.  In 2014, expenses trended 
upwards and have continued to increase until the pandemic. The Council and the County 
Manager’s concern regarding these increases in overtime expenditures resulted in the 
request to Audit Services for this audit.  

Prior to 2018, overtime and comp time were measured together due to their similar effect 
on their overtime budget allocation. Comp time was expensed at the time of earning it so 
it would draw down the overtime budget allocation. When the county moved to a new 
financial management software, Workday, comp time is now expensed when used and is 
accounted with salaries and wages. These elements were considered when performing 
analysis on each financial management system’s available datasets.   

Annual overtime and comp time expenses for the County increased from $2.3 million in 
2001 to more than $5.4 million by 2017, see chart 2. This represents an average annual 
growth rate of 7.83% or about $121,000. The total overtime expenses for all county 
departments are represented by the blue line in the chart below. The chart also shows 
trends for the two departments who consume the largest amount of overtime expenses; 
The Sheriff’s Office (red line); and Public Works (green line). The purple line shows the 
trend for all county departments excluding CCSO and Public Works’ Road Operations & 
Transportation.   

CCSO makes up the largest percentage of overtime/comp time usage in the county. In 
2006 they expended $2,484,136 or about 63% of total County overtime/comp time 
expenditures. CCSO expenses were kept below 2006 totals until surpassing them in 2015 
by $145,522 yet their percentage of total County expenses was actually 2 percentage 
points lower. 

 

Chart 2: County and Selected Departments Overtime & Comp Time Expenses (see appendix K) 
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In the available Workday dataset for 2018-20, limitations were present on 2018 data 
since expenses information were located in two financial management software systems 
that had differing methods of expensing comp time which makes this data less comparable 
to 2019.  

The most recent measures taken to manage overtime as a response to the pandemic, were 
similar to those taken during the 2007-09 recession. Workday data analysis shows the 
effects of the current county wide 
cost reduction efforts on overtime 
expenditures. When comparing 
overtime expenditures between 
2019 to 2020, we saw an 
approximate reduction of $524,789, 
see chart 3. However, the decline 
was also present beginning in 2019. 
This data point is affected by the 
data limitations discussed and the 
County had begun efforts to control 
overtime expenditures as reported 
in the 2018 Juvenile Detention 
Overtime Audit.  

To better understand the rate of 
increase within the datasets we 
calculated the average annual 
growth rate. The FMS and 
Workday datasets were 
separately calculated due to 
changes in expense 
categorizations.     

In the FMS dataset’s entire 17-year period CCSO had the highest average annual growth 
rate of 12.89%. This is approximately 5 percentage points higher than the average annual 
growth rate for the entire county of 7.83% see table 1.   

This 17-year period includes several important time frames. Most notably, the great 
recession had a major effect on county revenues and expenses. As such, it’s useful to 
examine the periods before and after this for changes in trends in overtime expenses.  

Internal Audit selected the following time frames, 2001-06 and 2011-17. The year 2011 
was chosen since it was the first year that expenses began to increase above the 2007-10 
expense levels, see table 2.  

 
Chart 3: Workday Overtime Expenses for Total County  
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Table1: Average Annual Growth Rate 2001-2017 
 

FMS: Overtime/Comp Time Expenses 2001-2017
Annual % Growth Rate Clark County 7.83%

Annual % Growth Rate CCSO (4 Depts) 12.89%
Annual % Growth Rate Public Works (2 Depts) 1.18%
Annual % Growth Rate All Other Departments 4.54%
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When reviewing the pre-recession period (2001-06), CCSO’s 20.44% had the highest rate 
with approximate 9 percentage points over the County’s 11.66%. The County’s average 
annual increase in overtime expenses during the post-recession period (2011-17), see 
table 3. 

However, overtime expenses for 
departments other than CCSO and 
Public Works (2 Depts) grew about 
twice as fast during this period. 
Collectively, those departments 
had an average annual growth rate 
of 17.09 % compared to 8.50% for 
CCSO and 9.65% for Public Works. 

Using data from the two complete 
years within Workday, analysis 
shows the County as a whole, 
CCSO, Public Works, and all other 
remaining departments, had 
declining average annual changes 
in overtime expenditures, see 
table 4.   

This reversal of growth is most likely due to the proactive fiscal measures taken as a 
response to the pandemic and previously initiated measures. Once these measures are 
eased, it is likely that overtime expenses will return to a forecasted growth trend.  

Trends highlight volatility of overtime expenses during the application of fiscal measures 
and during recovery.  

The use of average annual growth rate can provide indication of which departments are 
experiencing stronger growth and can afford the County time to discuss if mitigation 
efforts are needed.  

 
Table 2: Average Annual Growth Rate Three Time Frames 
 

FMS: Overtime/Comp Time Expenses 2001-2017 2001-2006 2011-2017
Annual % Growth Rate Clark County 7.83% 11.66% 10.15%

Annual % Growth Rate CCSO (4 Depts) 12.89% 20.44% 8.50%
Annual % Growth Rate Public Works (2 Depts) 1.18% -0.35% 9.65%
Annual % Growth Rate All Other Departments 4.54% 6.35% 17.09%

  
Table 3: Average Annual Growth Rate 2011-17 
 

FMS: Overtime/Comp Time Expenses 2011-2017
Annual % Growth Rate Clark County 10.15%

Annual % Growth Rate CCSO (4 Depts) 8.50%
Annual % Growth Rate Public Works (2 Depts) 9.65%
Annual % Growth Rate All Other Departments 17.09%

 
Table 4:  Average Annual Growth Rate 2019-20 
 

Workday- Overtime Expenditures 2019-2020
Average Annual % Growth Rate Clark County -7.46%

Average Annual % Growth Rate CCSO -4.58%
Average Annual % Growth Rate Public Works -22.55%

Average Annual % Growth Rate All Other Departments -13.59%



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 15 
 

B. Overtime expenses forecast to increase during pandemic recovery 

Forecasting expenses, based on historical trends, may provide insight on what is likely to 
occur in the future. Utilizing FMS overtime and comp time expense data for 2014 through 
2017, the model showed an increasing expense trend, see chart 4.  

 

 

 

 

 

 

 

 

 

This model does have its limitations on the degree of accuracy due to limitations in 
comparability of FMS and Workday data as mentioned in previous sections. Also, 
identified trends assumes that expenses do not contain extreme variances over the short-
term. This model could not have predicted the effects of the financial saving measures 
applied as a response to the pandemic.  

 
Chart 4: Linear Forecasting Overtime/ Comp Time Expense Model 
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These differences are better illustrated by utilizing a three-period moving average. The 
overtime expense projection in chart 5, is higher based on the years prior to the 2007-09 
recession and then lower after the recession ended. 

Expenditures were lower than forecasted during the County’s efforts to reduce costs 
during the recession. Beginning in 2013, actual expenses were higher than forecasted as 
the model was now based on previous years lower expenditures and remained so into 
2017.  

As seen in the 
Workday data, recent 
expenditures show 
signs within selected 
departments, that 
proactive measures 
taken prior to and 
during the pandemic 
reduced the county’s 
overtime 
expenditures, see 
chart 6.  

 

Whether the downward trend would be as pronounced or long lasting as the previous 
recessionary effects on overtime expenditures is not yet known. Due to the availability of 
federal stimulus that aided in offsetting expenses, some of the cost savings measures may 
begin to be lifted.  If so, as seen in the last recovery period, overtime expenditures may 
continue its growth trends.  

 
Chart 5: Three Year Moving Average (see appendix L) 

$2,318,383 

$3,940,752 

$3,089,358 

$5,402,793 

$3,227,779 

$3,715,196 

$4,432,696 

 $-

 $1,000,000

 $2,000,000

 $3,000,000

 $4,000,000

 $5,000,000

 $6,000,000

2001 2002 2003 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017

Clark County Overtime & Comp Time 3 Period Moving Average

Grand Total 3 Period Moving Average

 
Chart 6: Workday Overtime Expenses by selected Departments 
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The County should develop a management strategy for managing overtime forecasted 
growth. Collaboration will be needed not only with CCSO, which creates the largest 
overtime expenses, but also with the remainder of departments that have in the past 
contributed a higher average overtime growth rate. 

C. Conditions driving overtime expenses are continuing or increasing in 
strength 

The council establishes parameters, approves recommended budgets and labor 
agreements through the assistance of the County Manager and reporting departments 
such as Human Resources and Budget Office.  Departments administer the allocated 
budget based on service level assessment and legally mandated service requirements. The 
ability to affect these conditions depends on if needed actions fall within the departments 
or the Council’s responsibilities. 

1. Jail Operations overtime driven by changes in inmate interactions and 
training requirements 

Internal Audit met with CCSO Corrections Command staff and discussed possible 
drivers that increased overtime usage within Jail Operations. Operations have 
been modified to accommodate changes on how staff interacts with offenders 
and/or inmates including direct observation in response to suicide prevention 
measures and increased need for staff presence during inmate court appearance 
due to changes in restraints usage. Jail Operations also informed Internal Audit 
that they have seen changes within the inmate population that face challenges 
such as opioid use disorder or mental illness which increased the need for 
additional staff time. The state of Washington has also increased corrections 
employee requirements for Crisis Intervention Training (CIT) hours in conjunction 
with 12-hours practical and 12-hours online training per year requirements. The 
department had determined that it was more cost effective for training to be done 
through the use of overtime rather than modifying staff schedules or other options.  

2. Road Patrol overtime driven by unpredictable service demands and 
population growth 

We also met with CCSO Road Patrol Command staff and discussed possible drivers 
that increased their overtime usage.  Road Patrol maintains a 24-hour presence in 
Clark County. The nature of the service is not predictable or routine due to the 
many variables police work entails. Staff shortages, shift extensions, court 
appearances and emergency responses contribute to the regular use of overtime 
within Road Patrol. They also informed us that training requirements have been 
increased. Similar to Jail Operations, they determined that training would be 
conducted on overtime to preserve normal service levels. Patrol stated that they 
have seen a greater number of calls as the county’s population has grown.  
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A review of Clark Regional 
Emergency Services Agency 
(CRESA) 2020 annual 
report included a table with 
the number of Law 
Enforcement Events calls 
by agency, see table 5 
CRESA Data. It appears that 
calls increased for CCSO 
between 2016 to 2019 but 
had a drop in 2020. 
Vancouver Police 
Department (VPD) also 
showed growth in calls, and 
like CCSO their 2020 total 
was still greater than 2016 
call volume. For additional 
information on CRESA Law 
Enforcement Events data 
see appendix J. 
 

3. Public Works overtime driven by good or bad weather 

In our discussions with Public Works, they stated that weather plays a big part in 
their use of overtime. Weather events such as snow and ice require mobilization of 
additional resources. Overtime is used for continual operations of snow removal 
and de-icing efforts. Good weather also provides a window of opportunity to 
perform tasks such as road repair or striping. Overtime is used to maximize the 
amount of work that can be completed during breaks in the weather or on days 
with longer daylight availability. We analyzed overtime/comp time expense data 
seasonally and its distribution is generally in keeping with their assessment.  

 
Table 5: CRESA Data 2020 Annual Report -Law Enforcement 
Events 
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Chart 7 shows that there is a spike in overtime/comp time usage during the 
summer months with periodic increases during the winter months. Public Works 
also stated that some activities that are not always weather related are conducted 
in overtime such as responding to down traffic signs or traffic signal malfunction 
repairs.  

4. Staffing challenges contribute to reliance on overtime 

CCSO shared that the staffing challenges are consistent with other law 
enforcement agencies throughout the country.  From attracting talent, training, 
and retaining them, agencies are finding it difficult to meet their staffing demands.  
During the pandemic, further challenges have arisen in the training of new cadets. 
Delays in the operation of the state-run police academy has led to increase in the 
months it takes a recruit can begin work within their department. Jail Operations 
also informed us that the corrections academy has also increased from 4 weeks to 
10 weeks under a new state requirement.  

Public Works staff shared that they are also experiencing challenges hiring and 
retaining staff. They have seen recently hired staff leave the organization once 
they have gained experience and/or relevant certifications. With increased 
construction demand within and outside our region, creating a demand for skilled 
workers, attracting, and retaining staff will remain a challenge.  
 
General industry media coverage has spoken about the US experiencing a tighter 
labor market and many organizations (private and public) have focused on 
nationwide recruiting from existing trained staff.  

5. Survey results report most overtime is unplanned 

This review included an overtime topic survey that polled the entire organization 
and its many departments. We received general responses on their experience in 

 
Chart 7: Public Works Road Operations Overtime Time Series Analysis 
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monitoring and managing overtime. The departments responses are general and 
may not reflect or represent operational practices for a specific time period. 
Analysis of this survey are for general guidelines.  

What our survey found is that most respondents had varying practices regarding, 
policies, usage, scheduling, analysis, and mitigation efforts.  A selection of 
questions that illustrate views of overtime from several departments, see survey 
chart 8. A summary of responses can be found in appendix D. 

 

 

 

 

 

 

 

 

 

The nature of the overtime appears to be unforeseen or unplanned as most 
respondents stated that less than 25% of all overtime is planned.  This would 
indicate that the majority of overtime is unplanned.  

The distribution on the common causes was diffused for the majority of 
respondents, 51% selected “Other” which included department specific special 
circumstances, see chart 9. Respondents identified Lack of staff/positions, Major 
operations/projects and Afterhours as the most common causes of overtime.  

 
Chart 8: Survey Question 4 
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Lack of 
staff/positions was 
also mentioned 
within our case 
study departments.  
The County has 
responded to 
several requests to 
increase head count 
in the past and it has 
aided in reducing 
overtime usage.  
This approach, 
unfortunately, has 
had a limited effect 
for certain positions. 
Even with approved 
position, filling them 
in a tight labor 
market has been 

challenging which could indicate that departments may have to continue to rely on 
overtime.  

6. Terms of labor contracts affect cost and flexibility to manage overtime 

Managing overtime is challenging for several departments due to elements within 
negotiated labor contracts that affect a manager’s ability to mitigate its use. Under 
the federal Fair Labor Standards Act (FLSA), employees that are covered by the act 
must receive overtime pay for hours worked over 40 in a workweek at a rate not 
less than time and one-half their regular rates of pay. Under a weekly calculation an 
employer could allow an employee time off to offset the hours already worked.  
Federal regulation also provides that paid leave does not have to be considered in 
the 40 hours used to calculate overtime since they are not considered hours 
worked. For example, overtime rate of pay would not be required if an employee 
used 8 hours of leave and then still worked 40 hours during one week. The 
employee would have worked 32 regular hours, 8 additional hours at regular hours 
rate of pay and 8 hours paid leave. However, the County has negotiated with the 
union to offer more generous terms than these federal minimums. 

Our review sampled a selection of Clark County labor contracts and found that for 
the majority of them, the employee will incur overtime for any hours worked over 
the scheduled shift for each day. Also, any type of paid leave (vacation, sick, comp 
time) is used to calculate overtime.   Some contracts included negotiated employee 
schedules.  

  
Chart 9: Survey Chart Question 3 
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Management may be limited to these schedules when addressing response to 
staffing shortages or increased service demand, table 6 is a sample of schedules. 
Permanent changes to schedules would need to be negotiated. 

 
 

 

 

 

Some schedules are more conducive to triggering overtime usage than others. In a 
2011 study conducted by the Police Foundation found that an 8-hour group had 
more overtime hours than those of the 10-hour shift and the 12-hour shift. 
“Furthermore, those officers assigned to 8-hour shifts worked significantly more 
overtime than did those on 10- or 12-hour shifts (more than 5 times as much as 
those on 10-hour, and more than 3 times as much as those on 12-hour shift)”.  

Additionally, negotiated pay increases, such as cost of living adjustments or 
increases in pay scales affect the rate that is used to calculate overtime. This may 
also affect how quickly budgeted overtime resources are depleted. These 
adjustments are predominately scheduled during the life of the negotiated labor 
contract. The current overtime budgeting practices adopted by the County does 
not consider these increases when allocating overtime budget levels.  

Managers affected by these types of labor contracts have fewer options in avoiding 
overtime expenses for unforeseen or unscheduled service demands. 

  

 
Table 6: Sample Labor Contract Schedules   



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 23 
 

II. County’s approach to budgeting overtime expenses 
produces large variances and creates some risk 

Summary:    

Clark County’s baseline budgeting approach for its largest overtime user department doesn’t reflect 
changes in actual expenses.  Large variances between overtime adopted budget and actual anticipated 
expenses create risks in matching expenses to funds and abrupt service disruptions. The effectiveness of 
this method to control overtime expenses has had limited success as, for the most part, funds have always 

been adjusted to meet higher than budgeted amounts with contingency funds, salary savings and/or budget 
amendments. Moving away from this practice will require better coordination with departments to 
minimize negative effects on service delivery. Improved tracking of overtime reimbursements is needed to 
better evaluate the true growth or decline of expenditures and determines the allocations of future funds. 

Budget practices should consider other industry and/or benchmark overtime expense trends. Better 
metrics can provide insights on expenditure trends and if similar entities are also experiencing them.   

A. Baseline budgeting approach doesn’t reflect changes in actual 
expenses 

The county uses baseline budgeting for expenses such as overtime.  This practice 
establishes the same initial adopted budget amount each year, see table 7. Differences 
have been addressed through the use of contingency funds, budget amendments and use 
of salary savings. The Budget Office defines contingency funds as: 

 An estimated amount of budget will be placed in "Contingency" for each fund based on 
projections related to collective bargaining, medical/dental increases, non-represented 
employee cost of living adjustments, and vacation/sick leave/PTO buy backs from 
departing employees. This contingency will be used by the Budget Office to ensure that 
regular payroll and benefits can be maintained at a sufficient level. 

Contingency is managed by the Budget Office, and includes budget set aside to cover 
potential costs that are unknown at the time of budgeting.Contingency may occasionally 
include controllable costs as needed (particularly for the General Fund). Budgeted 
contingency has been used each year to accommodate for overtime expense overages 
when salary savings are not realized. 

However, historically the County has amended the overtime expense budget for CCSO by 
increasing it at year end to match the actual amount used. This results in a variance every 
year between the initial adopted budgeted and actual anticipated expenses. When 
combined with the increasing cost of labor the variance can grow to significant amounts 
over several years. The analysis in table 7, was conducted by the Budget Office to examine 
overtime usage at the Sheriff’s office. 
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The adopted overtime budget remained unchanged for 6 years at $1.8 million before 
being increased to just over $2 million. The actual expenditures were greater than 
adopted as illustrated in the table with varying amounts and seen in their year over year 
(YOY) percentage change analysis. Additional overtime expense capacity was added to 
the Sheriff’s budget through the budget amendment process, see chart 10.   

 

When analyzing the percentage differences, this type of budgeting was closest to actuals 
in 2012, but the difference greatly grew for the remainder of the dataset years.  

Overtime expenses are included as part of a budget category known as controllables. This 
category is not associated with payroll and the budget is not automatically adjusted for 
normal pay rate increases provided to employees. As a result, a department’s overtime 
expense budget would yield fewer hours of service unless adjusted to reflect pay rate 
increases approved by the County Council.  

 

 
Chart 10: Clark County Sheriff’s Office Overtime Budget to Actuals Totals 
 

 
             Table 7: Budget Office’s Overtime Analysis  

 

Actuals Actuals YOY % Change Adopted Budget BTA Difference YOY % Change
2011 2,262,656$    1,873,809$         (388,847)$         
2012 1,869,278$    -17% 1,873,809$         4,531$               -101%
2013 2,321,286$    24% 1,873,809$         (447,477)$         -9976%
2014 2,509,705$    8% 1,873,809$         (635,896)$         42%
2015 2,679,857$    7% 1,873,809$         (806,048)$         27%
2016 3,483,074$    30% 1,873,809$         (1,609,265)$      100%
2017 3,626,959$    4% 2,099,340$         (1,527,619)$      -5%
2018 3,135,577$    -14% 2,099,340$         (1,036,237)$      -32%
2019 3,548,108$    13% 2,148,108$         (1,400,000)$      35%

Budget Office Analysis: Sheriff's Office Overtime History
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B. Large variances between overtime adopted budget and actual 
anticipated expenses create some risks 

The baseline approach for overtime delays decisions of needing to adjust the approved 
overtime expenses budget to the higher anticipated expenses that have not yet occured. 
The baseline approach provides flexibility but could result in significant undesirable 
consequences if the expenses do occur. In table 7, Budget Office’s Overtime Analysis of 
the Sheriff’s Office History,  we can see that those differences can be large.   

1. Risk of not matching budget expenses varies depending on funding source  

Subsequent increases in overtime expense budget require an increase in available 
funds. How this is met may come through department salary savings, use of 
contingency fund,  and/or budget amendment. Each method involved coordination 
between the department, Budget Office, County Manager and possibly the Council 
if budget amendments are considered.  

The Budget Office provided recent examples of how increases in overtime 
expenses within CCSO have been addressed. In 2019 the County utilized $1.4 
million of contingency funds to bridge the gap. In 2020, the County Manager had 
provided a one time budget appropriation of $1.2 million and in 2021 the County 
applied $1.1 million in salary savings. Each different funding approach covered the 
variance between budget to actuals and each have a different administrative 
approval process. 

In 2019, the use of contingency funds bridged the gaps from monies set asside for 
unexpected expenditures. These funds are allocated at the discretion of the Budget 
Office and County Manager without the need for additional Council approval. This 
method allows flexibility in distribution of funds since it does not commit a specific 
amount to CCSO’s overtime controllables. Trend analysis of CCSO overtime 
expenses, see appendix M, Patrol’s use of overtime is fairly consistent. Greater 
variability is found within Jail Operations use. The use of contingency funds  for 
CCSO overtime expenses does have the risk that they may be unavailable since 
they could be utilized by other pressing needs or unexpected expenditures. Once 
depleted, other funding sources would need to be utilized to meet the budget to 
actuals difference.  

In 2020, the County Manager, with approval from Council, provided a one-time 
appropriation increase to  CCSO’s overtime budget under controllables. This 
method commits funds as part of the initial budget process and is a more stable 
funding model for CCSO’s overtime expenses. The Budget Office indicated that 
due to the County’s structural budget deficit, where they forecast expenses to 
grow more quickly than revenues, it is increasingly difficult to address new funding 
requests within controllables.  
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In 2021, the County utilized salary savings generated by CCSO’s position vacancies 
to meet the variance between budget to actual overtime expenditures. This 
method reduces the need for new monies being allocated either from contingency 
funds or as part of a new budget request. The 2022 adopted budget resolution 
included this language: 

“In Cost Centers CC134 Sheriff Special Investigation, CC138 Narcotics 
Enforcement, 64 CC298 Sheriff Corrections, CC299 Sheriff Enforcement, and 
CC300 Sheriff 65 Support/Civil Branch, salary savings may be budgeted in the 
Controllable Budgetary 66 Control ledger account summary budget control 
group.” 

This mechanism would allow for baseline budgeting to remain flat, which would 
relieve budgeting pressures due to the aforementioned structural budget deficits. 
However the process is dependent on CCSO experiencing persistent vacancies 
within their allocated positions. Additionally, there is a loss of cost efficiency when 
transfering salary savings to overtime controllables. For example, if we were to 
examine two general positions, one full time the other part time, see table 8.

 

Each with different salary amounts, full time with a $75,000 annual salary and a 
part time with a $35,000 annual salary. A full time position generally covers 2,080 
regular hours and a part time position contains 1,040 regular hours. By converting 
each to hourly rates we can see the difference between the regular hourly rate and 
that of  the time and half rate calculated for overtime.  

When we then take the beginning annual salary and divide by the new rate we can 
see an approximate 33% reduction in hours. A full time position that once covered 
2,080 regular hours now only provides 1,387 overtime hours. The part time 
position was reduced to 693 overtime hours. Under this premise it would appear 
that budgeting directly into controllables would be a more efficient use of the 
dedicated monies since they already account for the time and half rate or greater 
needed for overtime.  

 
       Table 8: Sample Dollars to Hours Comparison  
          *Excludes benefits & taxes 
         **Excludes other negotiated overtime rates for special assignments or holiday pay 

 

Full Time Partime
Annual Salary* 75,000$        35,000$           
Hours 2,080 1,040
Hourly  Rate 36.06$         33.65$             
Time and Half Rate** 54.09$         50.48$             
Salary to Overtime Hours 1,387 693
Efficiency Loss -33% -33%
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Using salary savings to cover the difference between budget to actuals is 
dependent on persistent vacancies. There is a risk that salary savings may not be 
realized if positions are filled or positions are returned. This would require 
additonal funds to come from contingency funds. If contingency funds have already 
been earmarked due to other unexpected expenses then fund balance would need 
to cover the unexpected gap between budgeted overtime funds and actual 
expenses.  

Continuing the use of baseline budgeting if not adjusted by historical expenditures, 
creates a practice that is reliant on future availablity of funds and on timely  budget 
amendments. If the County wishes to continue with this practice, contingency 
scenarios for providing funding should also be discussed to ensure clarity of the 
source of funding.  

2. Risk of abrupt service disruptions 

A risk exists that if no additional funding is allocated then it may be necessary for a 
department to abruptly reduce service levels. Departments would need to 
prioritize services between those that do or do not fall under mandated functions. 
For example, CCSO reported they prioritized services by reallocating staff to 
patrol to maintain patrol levels but reducing services in other areas. CCSO would 
need to maintain services such as Jail Operations but may need to curtail non 
mandated services. Currently there are no measures that can provide insights on 
the effects of abrupt service delivery disruptions.  

3. Baseline budgeting not an effective overtime expense control 

This practice prevents the budget from being an effective control on overtime 
expenses since departments have historically been made whole to avoid a violation 
of RCW 36.40.130. Current software configurations have safeguards to ensure that 
departments cannot exceed appropriated expense budget levels in Workday. As 
seen in Department Sample Analysis 1, the County has consistently followed the 
“made whole” practice.   

For example, CCSO tracks overtime at a rate based on their historical actual usage. 
As expenses are reaching the limit of the adopted budget, they begin discussions 
with the budget office for additional funding through the use of contingency 
funding, salary savings or the use of a budget amendment. Historically, the 
adjustments have been granted, though during the recession the County restricted 
overtime, as seen in years 2009-10, 2011-12,  see chart 11, which shows the ending 
amended total for CCSO Patrol’s overtime expenses came in under intial budget. 
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For the majority of the biennual budgets, adjustments were made higher than the 
initial budget but in the 2009-10 and 2011-12, final expenses were below. CCSO 
Patrol staff provided examples on how they implemented staff reallocations to 
Patrol as a direct response to the shortfall in budget capacity. Similar law 
enforcement entities have applied overtime saving measured during the pandemic  
and they have seen the risk of service disruptions realized.  

The County has inadvertently created  an expectation of receiving increased 
overtime expense budget to cover costs of services later in the year.   

4. Persistent variances increase risks   

By maintaining a baseline budgeted amount for a prolonged time span, the “made 
whole” amount increases and would require finding larger amount of funding to 
ensure RCW 36.40.130 compliance. Based on CCSO’s historical actuals as seen in 
chart 11, these variances are persistent and increasing in size.   

The County can mitigate some risk by more frequent adjustments to the baseline 
budget that would reduce the budget to actuals variance. Based on historical 
trends, these adjustments should be made every three or four years. If however, 
the County does wish that a baseline budget approach to overtime be intended as a 
control and will no longer follow the “made whole” practice, then greater 
collaboration with departments is needed to discuss this expectation.  

 
 Chart 11: Adopted to Adjusted Budget of CCSO Patrol Overtime Expenses 
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C. Improved tracking of overtime reimbursement needed 

Clark County departments have received cost reimbursements for dedicating staff for 
special projects or as part of a grant agreement. Most recently the County has received 
additional federal funds that offset pandemic response costs primarily focused in the 
Public Health Department and Sheriff’s Office.   

In our discussion with CCSO, staff indicated that they have included personnel cost 
recovery with agreements such as the school districts, county fair and special events. 
Their finance team stated that approximately 8 to 10% of total Law Enforcement pre-
pandemic overtime was reimbursed. Public Works indicated that they too include 
personnel costs when performing reimbursable work with third parties, but they do not 
itemize overtime separately.    

There has not been a concerted effort to standardize and capture overtime 
reimbursement data. Doing so will aid in understanding the true overtime expenses for 
two of the primary users of overtime, CCSO and Public Works. This understanding can 
guide future overtime budget allocations and identify possible sources of revenue to help 
balance budgets. 

D. Budget practices should consider other industry / benchmark trends 

GFOA 
recommends 
that 
governments 
compare 
expenses to 
other similarly 
sized 
governments 
as a 
benchmark. 
The 
comparison of 
similar expense 
trends could 
also speak to 
regional, state, 
or national 
trends. For this 
review we 
utilized 

Thurston County’s 2021 adopted budget document. The information provided for their 
Sheriff department included cost, budget drivers and overtime hours, see table 8.   

 
  Table 8:  Benchmark Thurston County WA 
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When we reviewed their expenditure trends, we found that since 2017, they also saw an 
increasing expense trend within Law Enforcement and Corrections. See charts 12 & 13. 

 

Thurston County Sherriff’s Office budget information also included overtime/mandatory 
overtime hours.  Utilizing this information we charted their expenses, see chart 14.  

Beginning in 2016 they experienced 
an increasing trend in the use of 
overtime hours until a decline in 
2019. The number of overtime hours 
remained above 2015 levels. We 
then compared them to Clark 
County Sheriff’s Office expenses and 
found that similar trends were 
occuring during the same timeframe.   
 

Expense data provided in Thurston 
County’s budget document is 
limited for comparison with Clark 
County due to differences in size 
and type of services provided. It 
should only be used for general 
trend analysis, see chart 15.  

 

 

 

 
Chart 13: Thurston County WA: Sheriff 
Corrections Budget and FTE Trends 
 

 
Chart 14: Thurston County WA: Sheriff Budget Drivers  
 

 
Chart 15: Clark County Sheriff’s Office Patrol & Jail 
Operations Overtime/Comp Time 
 

 
Chart 12: Thurston County WA: Sheriff, Law 
Enforcement Budget, and FTE Trends 
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The county may also benefit from researching similar data for general direction purposes 
such as the data available through the International County/City Manager Association 
(ICMA) which provides open access data, see appendix F. Below are a selection of data 
points from a Key Performance Indicators Survey that they had previously captured, see 
table 9.  

 

 

 

 

 

 

 

 

Chart 16 shows Bernalillo County’s sworn police overtime expenditures. By viewing 
expense data trend from other jurisdictions, Clark County can benchmark if it is also 
experiencing similar emerging expenses.  

  

 
Table 9:  ICMA KPIs Benchmark Data (see appendix F) 

 

 
Chart 16: Bernalillo County Expenditures of Sworn Police Overtime 
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III. More detailed monitoring needed to understand costs and 
benefits of overtime 

Summary:  

The County’s approach to monitoring is limited in detail and no specific magnitude of expenditures has been 
established that would require additional monitoring. Overtime usage has its benefits and limitations due to 
its effects on fiscal and staffing resources. Monitoring does not have an established threshold of when to 
consider additional staff or to continue with overtime usage. Expanding elements of analysis such as 

evaluating total payroll cost and consistent overtime usage trends, allows for greater evaluation of 
operational dynamics. Elements are missing to measure effects on service levels when overtime cost saving 
measures are applied.  

A. No defined magnitude of overtime expenses that triggers additional 
monitoring 

The County has determined that overtime expenditures are at a significant level that 
require more information to understand why it is increasing but doesn’t have a monitoring 
program in place that could provide such analysis. GFOA Best Practices also recommends 
that careful monitoring should include expenses depending on magnitude such as 
overtime. An organization could aid the analysis by creating structured budget monitoring 
to meet any interim reporting requirement.  

If the County establishes a level of magnitude for overtime expenses then it could 
structure a interim reporting requirement for primarily the largest users of overtime. The 
report should contain greater expense details to aid in determing root causes or insights 
in the type of work or services performed utilizing overtime. The reporting requirements 
should be weighed against the value that such reporting requirements would provide, low 
use departments may not be as detailed as high use departments.   

For example, if the interim report included total payroll costs (salaries/wages and 
overtime) then trends could aid the understanding of growth in overtime as it pertains to 
the total cost. As seen in the CCSO Jail Operations data, see appendix N, the total payroll 
costs were in fact lower than previous years even as their overtime costs were increasing. 
Under this scenario, increasing overtime resource may be prudent since the total cost is 
lower than previous year’s expenses. This is further discussed in section D below. 
 
Another element to consider as part of the interim reporting requirement could be service 
delivery metrics as shown in the Thurston graphic, table 8 ( Jail Average Daily Population, 
Jail Bookings, Meals Served at the Jail, etc.). These metrics can assist in measuring 
possible effects on service delivery when allocating budgets or department service 
capacity assessments. 
 
By creating an interim report requirement with specific overtime metrics, analysis can be 
conducted that aids budget allocation and/or understanding utilization trends. It may also 
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better inform the need for service delivery modifications or possible budget level 
adjustment through an amendment request. 

B. No identified thresholds to assess when to utilize overtime or add new 
staff 

The County currently does not have a centralized assessment to analyze when it is fiscally 
prudent to add staff or to continue to utilize overtime.  

Overtime as a management tool provides flexibility in meeting service demands with 
available staff. When used effectively it can be cost effective to employ overtime instead 
of hiring additional staff. The Society for Human Resource Management (SHRM) provide a 
brief on “Using Overtime Effectively” for operational needs such as 24/7 coverage, 
workload fluctuations, staff variations, and labor market considerations. Similar elements 
were represented in our survey respondents’ comments: 

• “Provides required/essential services to our community when they are needed, and ensure 
time-sensitive work to be performed on time” 

• “A lot of our work is dependent on the weather, and we need to utilize over time to 
complete it. It also cuts down on overall cost due to re-mobilization” 

• “Allows flexibility to have a smaller standard staffing level as some work tasks are 
seasonally based” 

Overreliance on overtime may lead to staffing challenges in meeting future spikes in 
service demands or persistent costs may be higher than increasing head count. SHRM 
states that there are limits to the amount of overtime that is beneficial. They list potential 
drawbacks; an overtime-dependent workforce, safety & quality issues, absenteeism, and 
lower productivity. Several of these elements were represented in the survey 
respondents’ comments on drawbacks of overtime usage. 

• “Cost to County” 
• “How overtime is handled in the department can lead to a discouragement of performing 

non-routine work tasks unless offered as overtime.” 
• “Wearing out staff”  

Deciding when overtime warrants additional staff is based on collaboration between the 
department and budget process. Conducting a comparison of regular staffing and 
overtime costs, as seen in appendix G can aid in communicating the fiscal thresholds when 
deciding between the two. Though less tangible as a fiscal analysis, staffing analysis should 
consider department reported staff trends that could indicate the need to be less reliant 
on overtime usage.  

C. Current analysis of overtime is primarily focused on staying within 
expense budgets 

The County’s centralized budget office primarily monitors budget to actuals of overtime 
expenses. Budget to Actuals is a type of analysis that compares the budgeted amount to 
the actual expenditures. It is usually run monthly which shows the two values and includes 
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the remaining percentage available. The budget office provides this information as part of 
the budget process and departments can also generate similar reports.  

In the past, the Budget Office has performed expanded analysis, at the request of the 
County Manager, on overtime expenditures for the largest overtime user, CCSO. The 
analysis compared budget to actuals but expanded to calculate year over year (YOY) 
percentage differences with a forecasted 2019 (highlighted yellow) total, table 7.  

We spoke to Public Works about their overtime monitoring practices. They indicated that 
they monitor their usage of overtime following the budget to actuals models. They do this 
by providing an internal website with monthly reports which individual division managers 
can view, download, and analyze to adjust usage of overtime. They reported that some 
reimbursement occurs but unable to measure since billing does not include this level of 
detail.  

CCSO stated that they have 
expanded the budget to actuals 
model of overtime monitoring to 
include a monthly seasonal usage 
report. Their finance team 
generates the report and provides it 
to management.  Chart 17 is a 
sample of such analysis.   

 
CCSO monitors their usage of the 
current adopted budget allocations 
and compares it to historic monthly 
usage. This informs the Division 
Chiefs and their staff on their 
current expenditures and allows for 
staffing adjustments. 
 

 
Table 7: Budget Office’s Overtime Analysis  

 

Actuals Actuals YOY % Change Adopted Budget BTA Difference YOY % Change
2011 2,262,656$    1,873,809$         (388,847)$         
2012 1,869,278$    -17% 1,873,809$         4,531$               -101%
2013 2,321,286$    24% 1,873,809$         (447,477)$         -9976%
2014 2,509,705$    8% 1,873,809$         (635,896)$         42%
2015 2,679,857$    7% 1,873,809$         (806,048)$         27%
2016 3,483,074$    30% 1,873,809$         (1,609,265)$      100%
2017 3,626,959$    4% 2,099,340$         (1,527,619)$      -5%
2018 3,135,577$    -14% 2,099,340$         (1,036,237)$      -32%
2019 3,548,108$    13% 2,148,108$         (1,400,000)$      35%

Budget Office Analysis: Sheriff's Office Overtime History

 
Chart 17: CCSO’s Enforcement Branch Overtime Analysis 
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We surveyed all other county departments to better understand how they monitor and 
manage overtime. Respondents indicated that their data primarily comes from Workday, 
usually on demand and generated by their finance team. Their analysis for the most part 
contains Department, Fund and employee name.   
 
One survey question asked, what is the purpose of overtime analysis within your 
department? The primary 
reason given for overtime 
monitoring was for budget 
monitoring at 60.98% and 
Service Delivery 
Adjustments accounted for 
19.51%, see table 10. Their 
reported practices are similar 
to those reported during our 
case studies.  

D. Expanded analysis of total payroll hours and long-term trends needed 
for greater context  

GFOA provides that:  

“Governments should move beyond just identifying deviations from budget versus actuals and work 
towards analyzing and articulating why deviations occurred in order to move towards resolution”. 

 

We performed analysis beyond budget to actuals by utilizing payroll hours within Jail 
Operations. The analysis revealed an interesting dynamic in which their use of overtime 
had grown for several years while their total hours (regular & overtime/comp time) 
declined, see charts 18 & 19. Regular hours decreased about 16,000 hours between 2015 
and 2016. They dropped further by 6,000 hours in 2017. CCSO explained this was due to 
a reduction in the number of full-time personnel. They stated the staff shortages led to an 
increased reliance on overtime to respond to new state regulations and to address 
training needs. With a shortage of Jail Operation staff levels, CCSO believes that it is 
more difficult to respond to overtime mitigating efforts. This example shows the 

 
Table 10: Survey Question 17 

 
Chart 18: Jail Operations Total Dollars Payroll  
 

 
 Chart 19: Jail Operations Total Hours Payroll 
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importance of assessing total payroll when considering overtime trends. In this case 
overtime use increased even as total payroll expenses decreased.   

We also expanded our analysis to compare expenses between a Department (CCSO) and 
its subunits (Patrol & Jail Operations). This type of analysis showed that Patrol’s use of 
overtime is fairly consistent even when usage by other departments show decreased 
usage. For example, in 2012 the County’s overall use of overtime declined, including 
CCSO departments such as Jail Operations but not in Patrol, see appendix M.  

We analyzed five years of payroll records to compare expenses and hours used by Patrol, 
see charts 20 & 21. In this data set we do see a general upward trend in overtime hours, 
but this trend is also seen in regular hours.  

 
CCSO shared that they increased the number of FTEs during this time. The additional 
staff may have an effect in moving hours away from overtime to regular time as seen in 
2016 to 2017. The increase in head count also provides other benefits to the work force 
as discussed by SHRM in section B.  

Employing a comparison that includes a longer timeframe in conjunction with payroll 
hours can provide a broader context. Workday payroll data does contain validation 
weaknesses when conducting payroll overtime analysis, see appendix I.  

 
E. Analysis needed to measure effects of overtime cost saving measures 

on service levels  

GFOA budget monitoring best practices states that effective monitoring would allow an 
organization to adjust, ensuring continuity of program/ service delivery. Whether due to 
economic difficulties or to ensure expenditures are within budget limits, changes in 
department service capacity may affect the quantity and quality of services provided to 
the citizens of Clark County.  

We conducted several interviews with Public Works and CCSO and discussed the effects 
of the last recession on their operations. Public Works recalled that overtime was limited 
to exceptions such as snow removal or down traffic signals/signs. 

 
Chart 20 Patrol Total Dollars Payroll 

 
 Chart 21 Patrol Total Hours Payroll 

 



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 37 
 

 CCSO recalled 
that Patrol had 
reduced staff on 
special 
assignments and 
were 
transferred to 
Patrol. Chart 22 
shows 
expenditures 
trends within 
Patrol before 
and after the last 
recession.   

CCSO reports that most recently the limitations on overtime due to the pandemic fiscal 
measures and changes in staffing 
needs dedicated at schools, staff 
were reassigned to Patrol. In chart 
23 we can see that within the 
Deputy Guild there was a decline in 
overtime and an increase in regular 
payroll hours between 2019 and 
2020. CCSO focused additional 
resources to Patrol to ensure they 
maintained a certain service level as 
they consider this a high priority 
function of their mission.  

 

Chart 24 shows Jail Operations expense trends before and after the previous recession.  

 
 Chart 24: Clark County Sheriff’s Office Jail Operations Overtime/Comp Time 
Dollars and Hours 

 

 
 Chart 23: Workday Payroll Hours Deputy Guild  

 

 
Chart 22: Clark County Sheriff’s Office Overtime/ Comp Time Dollars and Hours 
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Jail Operations also reported that: 

The effect of the last recession was a reduction in Full Time Employees (FTEs).  This 
reduction resulted in the closure of beds in the main jail (H pod) and an overall reduction 
of employees that helped address the long period of time between an employee giving two 
weeks’ notice and interviewing, job offer, post job offer testing and screening, 
orientation, training and assigning the new employee to a shift or post.   

When confronted with extraordinary events such as a recession or pandemic, the County 
has responded with cost saving policies that reduced overtime expenditures. However, 
there are no available metrics that speak to possible disruptions to service delivery or 
program continuity as a result. Our review was only able to obtain departments’ 
testimony to their present and past practices on overtime usages. Without overtime 
category metrics we are unable to speak to the necessity of its use, if it may be anticipated, 
and/or formulate a method to reduce its use. The Budget office should work with the large 
user departments to develop metrics and request them as part of the normal budget 
process. Also, detailed monitoring will aid in understanding costs and benefits of overtime 
and in addition to data elements discussed, the County can also evaluate those listed in 
appendix G.  
  



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 39 
 

IV. Recommendations 
 

1. Establish and define the magnitude of overtime expenses that should require 
additional analysis.  

2. Develop overtime budget analysis from the budget office that is required when the 
defined magnitude is reached by a department. Some analysis will require 
collaboration with departments that report to separately elected officials. Analysis 
should include the following metrics: 

• average annual growth rate, total payroll (hours & dollars);  
• available data from benchmark entities;  
• projected labor costs growth (rate, calculation, scheduling) due to 

present and future adopted contracts;  

• track third party reimbursements; and  
• monitor fluctuations in service demand drivers for primary user 

departments that may indicate effects of overtime expenditures. 

3. Establish a threshold that when met  would require a staffing analysis be conducted, 
with consideration of fiscal and workforce related negative effects of overtime use.   

4.  Establish an interim overtime report that includes expense information in addition to 
relevant service delivery metrics that are affected by overtime allocations within large 
user departments.  

5.  If the current practice of baseline budgeting for overtime is maintained, initial budget 
levels should be adjusted more frequently based on actual expense trends.  
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Appendix A: Management’s Response 
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Appendix B: GFOA Best Practices 
https://www.gfoa.org/materials/budget-monitoring 

 

https://www.gfoa.org/materials/budget-monitoring
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Appendix C: Objectives, Scope, and Methodology 
 
Objectives 
 

(1) Determine the effectiveness of the county’s overtime expense monitoring and 
management.    

 
Scope 

 
The scope of the review will include overtime expense data from 2000 through 2020 and 
a selection of payroll records. We will also review current county management’s efforts 
in controlling overtime and leading management practices.    

 
Methodology 

 
Work conducted in Public Service Center; remote work sites, other department/office 
personnel were contacted for brief interviews (telephonic and virtual) and/or 
documentation requests. These departments/offices include Budget Office, Public 
Works, and Sheriff ’s Office and electronic overtime surveys were sent to managers 
within all county departments.     
 
Interviews with key personnel were conducted, along with review of f inancial and data 
relevant to overtime expense monitoring. Timelines of activities were developed to 
record how information has been processed, approved, communicated, and used. 
 
Note, the data available does not provide enough detail to determine which tasks were 
completed using overtime. As a result, our data analysis was limited to expense and 
hour trends rather than details of why departments used overtime. Departments 
provided context on the need and use of overtime through discussions and responses to 
our survey. Due to the way expense data is accounted differently between the now 
retired Financial Management System (FMS) software and Workday, analysis utilizing 
combined datasets are for general direction purpose. Workday data does not include 
comp time in its totals due to changes in the manner it is expensed. Comp time was 
rolled up as part of pay component within Workday and not individually expressed as 
overtime is.   

Benchmark data was obtained through the respective agency public facing websites. As 
part of our audit plan and based on this engagement’s risk assessment, we performed 
tests of overtime associated documentation. We did not find indicators of fraud in the 
items tested. 

We conducted this performance audit in accordance with generally accepted 
government auditing standards. Those standards require that we plan and perform the 
audit to obtain sufficient appropriate evidence to provide a reasonable basis for our 
findings and conclusions based on our audit objectives. We believe that the evidence 
obtained provides a reasonable basis for our findings and conclusions based on our 
audit objectives. 
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Appendix D: Survey Results 
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Appendix E: Sample Budget Drivers Data 
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Appendix F: Benchmarking Data 
 
https://icma.org/documents/icma-open-access-benchmarking-data-and-definitions 
 

 
 

 

https://icma.org/documents/icma-open-access-benchmarking-data-and-definitions
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Appendix G: Washington State Auditor, Center for 
Government Innovation Resource   
 
https://sao.wa.gov/improving-government/the-center-for-government-innovation/ 

 

https://sao.wa.gov/improving-government/the-center-for-government-innovation/
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Appendix H: Clark County HR Policy Manual 10.0 Work 
Schedules, Work Hours and Overtime  
                                        
10.3 OVERTIME 

 
1. Non-Exempt Employees:  All represented and M3 employees are classified as non-exempt 

and entitled to overtime compensation and other provisions of the Fair Labor Standards 
Act.  Overtime provisions for employees covered by current Collective Bargaining 
Agreements shall be as outlined in the applicable agreement.  Overtime provisions of this 
manual apply only to non-exempt employees unless otherwise indicated. 

 
2. Authorization:  No employee shall work hours in excess of his/her regular work week 

without the prior approval and direction of the Appointing Authority or his/her designee.  
The Appointing Authority may designate circumstances when overtime may be worked 
without prior approval.  No Appointing Authority shall authorize or permit any employee 
to work any hours in excess of his/her regularly scheduled work week unless sufficient 
funds are available in the departmental budget. 

 
3. Work Periods for Overtime Calculation:  The work period for overtime calculation shall 

be the period of seven consecutive 24-hour days beginning with the reporting time 
following the employee’s regularly scheduled days off (“weekend”), for example, 8:00 AM 
Monday to 7:59 AM the following Monday. 

 
4. For work schedules of four days of ten hours each, the work week shall be the period of 

seven consecutive 24-hour days beginning on Sunday at 12:00 AM.  The daily work period 
shall be the period of 24 consecutive hours commencing at 12:00 AM on each scheduled 
day of work. 

 
5. Compensation for Overtime:  Employees normally shall be compensated in pay at one and 

one-half (1.5) times their regular rate of pay for hours worked in excess of forty (40) in a 
week.  The calculation of time worked for overtime purposes shall include paid leave.  
Otherwise, all questions regarding the determination of working time shall be in 
accordance with the FLSA.  Overtime will be paid to the nearest one hundredth of an hour. 

 
6. Holiday time shall be counted as time worked only for the purposes of paying overtime for 

work outside of the regular schedule.  Holiday hours paid for a holiday falling on the 
employee’s day off shall be paid at straight time for the hours.  For example, a Tuesday 
through Friday, 4-10 employee may receive eight hours of pay (the holiday may be 
recorded as compensatory time at straight time as well) for a holiday which falls on 
Monday and shall thus be compensated for 48 straight time hours for the week. 

 
7. Compensatory Time Option (comp time):  With authorization of the department and the 

employee, an employee may elect to be compensated for overtime work in the form of 
compensatory time off rather than pay.  Either party may require that overtime be 
compensated in pay.  For M3 employees, compensatory time off may be accumulated to a 



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 68 
 

maximum of 120 hours.  In the event of termination or transfer to another department, all 
compensatory time balances shall be paid off at the employee’s regular rate of pay. 

 
8. Assignments of Overtime:  Overtime assignments shall be based on policies and 

procedures established at the department level.  The County will attempt to meet its 
overtime requirements on a voluntary basis.  In the event there are insufficient volunteers 
to meet the requirements, the County may require the necessary employees to work. 

 
9. Exempt Employees:  Exempt employees are those classified as M1 or M2, Elected Officials 

and all other non-represented employees, excluding those in the M3 category.  These 
employees hold positions considered by the County to be exempt from the Fair Labor 
Standards Act (FLSA) under the executive, administrative or professional exemption 
criteria.  They are treated as salaried employees and paid based on results attained rather 
than hours worked.  Employees who are exempt from the Fair Labor Standards Act are not 
entitled to compensation for overtime work except as provided in this section.  M1 and M2 
employees are granted additional vacation accrual in lieu of eligibility for overtime 
compensation. 

 
a) Exception Comp time:  In extraordinary circumstances, M2 employees whose jobs 

require excessive overtime which cannot be addressed through a flexible work hour 
arrangement are eligible for formal comp time off on an hour for hour basis with 
advance approval of the Department Head, HR Director, and County Administrator.  
As a guideline, excessive would be considered more than 10 hours per day or 50 hours 
per week on an extended basis. 

 
b) Cash Eligibility:  M2 employees who cannot reasonably be granted exception comp 

time as provided above can be paid on a 1:1 basis for overtime hours worked for a 
defined time period.  This exception must be requested by the Department Head and 
pre-approved in advance by the HR Director and County Administrator. 

 
10. Records:  Overtime records shall be maintained by the Auditor’s Office in accordance with 

the Federal Fair Labor Standards Act and such other requirements as the Board of 
Commissioners may establish. 

 
11. Scheduling Compensatory Time Off:  Compensatory time off shall be requested and 

scheduled according to procedures established at the department level.  Unless otherwise 
approved by the department, compensatory time should be used before vacation. 

 
10.4  COMPENSATORY TIME BALANCES (Non-exempt) 

 
The maximum balance for accumulated compensatory time off shall be 120 hours. All time off 
must be approved in advance within the department. 
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Appendix I: Payroll Data Valadation Fields 
 
Data Validation Weaknesses Increases Difficulty in Conducting Payroll Overtime Analysis 
  
The County has transitioned to a new financial management software, Workday.  This 
change also included how expense data was grouped and is able to be drawn down 
through reporting capabilities.  Data validation and changes in expensing items grouping 
have contributed to some of the challenges in report writing.   
 
For example, payroll information includes a variety of descriptors that may be selected by 
the employee at the time of time sheet submittal that can aid in the tracking of relevant 
overtime data monitoring.  However, if the employees chooses to complete the minimum 
number of descriptors the payroll record would not be optimal for greater analysis.   
Our review was able to compare payroll records from a payroll period and found that 
there was inconsistent use of the following fields: 

• Project 
• Project Plan Task 
• Fund 
• Program 
• Cost Center  
• Basub 
• Grant 
• Activity 

Without the consistent use of fields such as Fund, Program, Cost Center and Basub we 
were unable to reliably speak to overtime usage trends. The software has the capability to 
generate relevant detail but a concensus would be needed to determine which fields are 
relevant and made a required field. 
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Appendix J: CRESA 2020 Annual Report Extract 
http://cresa911.org/ 

 

http://cresa911.org/
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Appendix K: Clark County Overtime & Comp Time Expenses 

 



R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 72 
 

Appendix L: Overtime & Comp Time Three Period Moving 
Average  
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Appendix M: Patrol & Jail Ops OT & Comp Time Chart 
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Appendix N: Jail Ops & Patrol Total Payroll Bar Charts 
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About Audit Services 

Per county code, internal audit is an independent appraisal activity for the review of 
operations within the county. The objective is to assist management in the effective 
discharge of their duties, and to promote efficiency and economy consistent with the 
public interest. 

The Audit Services Department conducts performance audits, internal control reviews, 
and provides other services to county management. Performance audits are objective and 
systematic reviews of program quality and the results achieved. Internal control reviews 
include analytical reviews, interviews, observations, and tests with the intent of 
evaluating the security of county assets and the accuracy/reliability of financial reports. 

Audit Services follows generally accepted government auditing standards set by the U.S. 
Government Accountability Office. 

 Our goal is to help management improve the efficiency and effectiveness of all county 
operations while reducing risk to an appropriate level.    

                                                                                                                        
 
 
 
 
 
 
 
 
 
 
 
 
 
  

GREG KIMSEY, CLARK COUNTY AUDITOR 
 

AUDIT SERVICES  
Larry Stafford, Audit Services Manager 

Arnold Pérez, AIC 
Michael Nash 

 
1300 Franklin Street Suite 575, P.O. Box 5000, Vancouver, WA 98666-5000 

 
For further information about this audit contact: Clark County Audit Services 
Via email AuditServices@clark.wa.gov  or phone (564) 397-2310 ext.4795 

 
### 

For other formats, contact the Clark County ADA Office: Voice (564) 397-2322 
Relay 711 or (800) 833-6388; Fax (360) 397-6165; E-mail ada@clark.wa.gov 

https://www.clark.wa.gov/auditor/audit-services-contacts
mailto:AuditServices@clark.wa.gov
https://www.clark.wa.gov/general-services/americans-disabilities-act-ada
mailto:ada@clark.wa.gov
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1300 Franklin Street 
PO Box 5000 
Vancouver, WA 98666 
564.397.2000 

www.clark.wa.gov 
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