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Executive Summary

Since 2014,the County has experienced increasing costs in overtime expenditures but
does not have away 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 aresult,our dataanalysis was limitedtotrends 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 withthe largest overtime expenses are CCSO and Public Works. However,
overtime expenses for departments other than CCSO and Public Works grew about twice
asfastduring 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.

Overalltrends and reported drivers of overtime indicate expenses will continue to
increase over thelong term. According to departments, conditions driving growthin the
use of overtime are continuing and increasingin strength. CCSO reported that challenges
have emerged from changesininmate 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
associatedwithweather events but alsoutilizes dry weather tocomplete scheduled
maintenance. Both CCSO and Public Works alsoreport that meeting staffing needs has
been a challenge due todifficulty in recruiting and retainingemployees. This hasledto a
greaterreliance on the use of overtime to provide base level service capacity.

In addition to the increasing use of overtime, changes in cost factors alsocontribute to the
increasein these expenditures. The rate of pay for overtime, method of calculation, and
operational schedules are establishedinlabor contracts. The County Manager’s Office,
Budget Office, and Human Resources department collaborate tonegotiate these
contracts which areultimately 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 todeliver services,
departments must adhere to overtime provisions of these contracts as well as relevant HR
policies and federal laws.

R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 3



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 resultedin
large variances eachyear betweenthe initial adopted overtime budget and actual
anticipatedovertime expenses. To address this variance the county typically uses monies
budgeted for contingencies or savings from salaries relatedtovacant positions. This
approach provides flexibility in budgeting but alsoincreases the risk that funds may not be
sufficient to address large, unexpected emergencies. Inaddition, funds allocated for
salaries may provide fewer hours of service when transferredto 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 eachyear alsoreduces 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 theserisks.

Additional centralized oversight by the Budget Office could alsoimprove opportunities to
manage cost drivers and the ability tocollaborate withdepartments 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 evenwhile overtime expenses were
increasing. This illustrates where the utilization of overtime as amanagement tool can
increase efficiency by limiting total expenses while still meeting operational needs.

Departments alsoreported using overtime to expandservice capacity during high
demand, complete special projects, cover limitations of personnel availability,andto
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
actualincreases incounty expenses as well as opportunities to discuss staffing levels with
departments.

In order for the County to improve its ability tomanage overtime expenditures and
understand the effects of those decisions,we recommend that the County Managerin
collaboration with elected officials:

1. Establish and define the magnitude of overtime expenses that should require additional analysis.
2. Developovertime budget analysis fromthe budget office thatis required when the defined magnitude

isreached by a department. Some analysis will require collaboration with departmentsthat report to
separately elected officials. Analysis should include the following metrics:
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e average annual growth rate, total payroll (hours &dollars);
¢ available datafrom benchmark entities;

e projected labor costs growth (rate, calculation, scheduling) due to presentand
future adopted contracts;

e trackthird party reimbursements; and

e monitor fluctuations in service demand driversfor primary user departments that
may indicate effects of overtime expenditures.

3. Establish a threshold thatwhen met would require a staffing analysis be conducted, with consideration
of fiscaland workforce related negative effects of overtime use.

4. Establishaninterimovertimereport that includes expenseinformation in addition to relevant service
delivery metrics that are affected by overtime allocations within large user departments.

5. Ifthe current practice of baseline budgeting for overtimeis 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 withthe support of the County Manager’s Office
after preliminary analysis showed anincrease of overtime expenditures. This is Audit
Services’second overtime audit. The first,in 2018, focused on overtime expenditures
withinthe 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
overtimein comparison to the GFOA’s best practices. We conducted interviews with
selected county staff,analyzed overtime expense and researchedindustry best practices.
Other areas considered but not included in the scope of the review were effects of
overtimeon the healthand morale of employees,and the quality of services being
provided.

Thisreview is unique as it was conducted through many operational challenges due tothe
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 andresponding during this unprecedented time.
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Introduction

Whatis Overtime?

According to the federal Fair Labor Standards Act (FLSA),overtime is time employees
work over 40 hours during awork week. The FLSA provides minimum overtime standards
but allows some exemptions for police, fire fighters, paramedics, and other first
responders. The rate of pay associatedwith overtimeis 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 establisha 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 tobeing based on hours worked each day.

Uses of Overtime

Overtime provides managers withoperational flexibility to address challenges such as
increaseddemand for services,completing special projects, responding toweather events
or unforeseen scheduling challenges, and implementing new laws or regulations.One
alternative tousingovertime toaddress these challenges is for an organizationto
reallocate resources from one service areato 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 alsochoose to increase employee headcount to build in excess
capacity needed to address these temporary challenges when they arise. Periodic reviews
of overtime usage canhelp organizations todetermine if reallocating resources or
increasing headcount is more cost effective thancontinued reliance on overtime.

In Clark County, overtimeis 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 calculationand 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 withvarious 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 arecommended budget for each department. The County
Manager presents their recommendations to the County Council who has the authority
and responsibility to establishthe 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. Thisis
documented in the language of the Budget Resolution onlines 20-22.

There are additional budgetary controls that are defined within the County’s financial
system. A Budgetary Control Groups isa group of ledger accountsincludedina
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:

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

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

e Capital Budgetary Control Group: includes capital outlay ledger accounts.

e 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.

e Transfers Budgetary Control Group: includes manual and subsidy funding
transferledger 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 qualifiedand 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
foroperating within their assigned budget and are responsible for day-to-day
management of their budgets.

R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 9


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

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 justidentifying deviations from budget
versus actuals and work towards analyzing and articulating why deviations occurred in
order to move towards resolution.

Timeframe:ls it anticipated for any identified variance to continueoris therean
underlyingreason for the variance? How does the current spending patternimpact the
subsequentyear's budget?

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

Basis of comparison: Governments should alsoensure that reference points for
comparisonarelogicaland appropriate and account forany majororganizational
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:

e Previous yearactuals
e Averages of several prioryear actuals
e Projectionsandforecasts

For afull listing of GFOA’s budget monitoring best practices,see appendix B. In summary,
to effectively manage overtime,it’s essential tomonitor its use, forecast its expenses,and
allocate future levels based on the entity’s cost drivers.
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“Budget monitoring should include analysis of a diverse set of indicators to bestinform

the analysis and facilitate evaluation of a government's overall performance.” Government
Finance Officers Association, Best Practices Board approval date: Saturday, March31,2018

Audit Results

|. Long-term trends and reported drivers indicate overtime
expenses will continue to increase

Summary:

Clark County is experiencing conditions that drive anincrease in overtime expense. Departments report
that new operational changes have been made asa responseto external or internal demands that rely on
overtime for completion. Staffing dynamics such aslabor contracts and filling vacancies have challenged
management’s ability to apply mitigation efforts to reducing their reliance on overtime. Departmentsreport
that a great portion of their overtime usageis 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 expenseis forecast toincreaseduring the pandemic
recovery. The previous recessionary pressuresseenin the lasteconomic challenges keptovertimeexpenses
low but similar pressures may not be experienced post pandemic. Theaverage annual growth rate may
returnto pre-pandemic growth trends. Note, thedataavailable does not provide enough detail to determine
which tasks werecompleted usingovertime. As aresult, our dataanalysis was limited to expense and hour
trends rather than details of why departments used overtime (see appendix |). 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

FMS &Workday: All County Overtime
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Chart 1: FMS & Workday All County Overtime Expenses **Based solely on overtime expense
information
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As part of the response tothe 2007-09 recession, the county limited the overtime
expense budget for departments. During this period departments that needed to use
overtimewere 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 datatrend shows that for approximately sevenyears,the county’s overtime/comp
time expenses were lower than the 2006 pre-recession totals. In2014,expenses trended
upwards and have continued to increase until the pandemic. The Council and the County
Manager’s concern regarding these increases inovertime expenditures resultedin the
request to Audit Services for this audit.

Prior to 2018, overtime and comp time were measured together due totheir similar effect
on theirovertime 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 andwages. These elements were considered when performing
analysis oneach 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 anaverage annual
growthrate 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 alsoshows
trends for the twodepartments who consume the largest amount of overtime expenses;
The Sheriff’s Office (red line); and Public Works (greenline). The purple line shows the
trend for all county departments excluding CCSO and Public Works’ Road Operations &
Transportation.

Clark County Overtime & Comp Time Expense

$6,000,000

55,000,001

$4,000,000

53,089,358
$2,000,00(
$1,000,000 $694,215 —

e \*__._/

$508,451

Chart 2: County and Selected Departments Overtime & Comp Time Expenses (see appendix K)

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 surpassingthemin 2015
by $145,522 yet their percentage of total County expenses was actually 2 percentage
points lower.
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Inthe available Workday dataset for 2018-20, limitations were present on 2018 data
since expenses information were locatedin two financial management software systems
that had differing methods of expensing comp time which makes this dataless comparable
to2019.

The most recent measures takento manage overtime as aresponse to the pandemic, were
similarto those takenduring the 2007-09 recession. Workday data analysis shows the
effects of the current county wide

cost reduction efforts on overtime

A A Workday Overtime
expenditures. When comparing

$5,000,000 $4,391,632

overtime expenditures between $4,500,000 $4,042,701

2019t0 2020, we saw an o 53,517,912
approximate reduction of $524,789, oo

seechart 3.However, the decline 52000000

was alsopresent beginning in 2019. $1,000,000

This data point is affected by the ooy

datalimitations discussedand the 2018 2019 2020
County had begun efforts tocontrol W All CC Overtime

overtime expenditures as reported Chart 3: Workday Overtime Expenses for Total County

inthe 2018 Juvenile Detention
Overtime Audit.

;II-’I(ZZIPG?;:E:/\tjicc]ﬂ?r::;[\znddatgsez‘?:\e,vzf FMS: Overtime/Comp Time Expenses| 2001-2017
calculatedthe averageannual Annual % Growth Rate Clark County 7.83%
growth rate. The FMS and Annual % Growth Rate CCSO (4 Depts) 12.89%
Workday datasets were 1.18%
sepa rate|y calculateddueto Annual % Growth Rate All Other Departments 4.54%
changesin expense Table1: Average Annual Growth Rate2001-2017

categorizations.

Inthe FMSdataset’s entire 17-year period CCSO had the highest average annual growth
rateof 12.89%.This is approximately 5 percentage points higher than the average annual
growthrate for the entire county of 7.83% seetable 1.

This 17-year period includes severalimportant time frames. Most notably, the great
recessionhad 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 selectedthe following time frames,2001-06 and 2011-17.Theyear 2011
was chosen sinceit was the first year that expenses beganto increase above the 2007-10
expense levels,see table 2.
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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%
1.18% -0.35% 9.65%
Annual % Growth Rate All Other Departments 4.54% 6.35% 17.09%

Table 2: Average Annual GrowthRate Three Time Frames

When reviewing the pre-recession period (2001-06),CCSQ’s 20.44% had the highest rate
withapproximate 9 percentage points over the County’s 11.66%. The County’s average
annual increase in overtime expenses during the post-recessionperiod (2011-17),see
table 3.

However, overtime expenses for

FMS: Overtime/Comp Time Expenses| 2011-2017 departments other than CCSO and
Annual % Growth Rate Clark County 10.15% Public Works (2 Depts) grew about
Annual % Growth Rate CCSO (4 Depts) 8.50% twice as fast during this period.
9.65% Collectively,those departments
Annual % Growth Rate All Other Departments 17.09% had an average annual growth rate

of 17.09 % compared to8.50% for
CCSO and 9.65% for Public Works.

Table 3: Average Annual GrowthRate 2011-17

Using data from the twocomplete
years withinWorkday, analysis
shows the County as a whole,

2019-2020
-7.46%

Workday- Overtime Expenditures

Average Annual % Growth Rate Clark County

R Average Annual % Growth Rate CCSO -4.58%
CCSO, Public Works, and all other S
L -22.55%
remaining departments, had
Average Annual % Growth Rate All Other Departments -13.59%

declining average annual changes
in overtime expenditures, see
table4.

Table 4: Average Annual Growth Rate 2019-20

This reversal of growthis most likely due tothe proactive fiscal measures takenas a
response tothe pandemic and previously initiated measures. Once these measures are
eased, it is likely that overtime expenses will return to aforecasted growth trend.

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

The use of average annual growthrate can provide indication of which departments are
experiencing stronger growth and can afford the County time to discuss if mitigation
efforts are needed.
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B. Overtime expenses forecast to increase during pandemic recovery

Forecasting expenses, basedon 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 anincreasing expense trend, see chart 4.

CC All Funds OT & Comp Time: Forecasted

y = 475980x + 3E+06
$7,303,492
$6,824,082. ...
57,000,000 56,361,612

$5,831,407....-""
SE,OO0,000 55,40179_55 .....

$5,000,000 $4,906,466.. "
o 54,049;39_8‘_‘;??_%@283--' 4
54,000,000
$3,000,000
$2,000,000
51,000,000

B

2014 2015 2016 2017 2018 2019 2020 2021

58,000,000

Chart 4:Linear Forecasting Overtime/ Comp Time Expense Model

This model does haveits limitations on the degree of accuracy due tolimitationsin
comparability of FMS and Workday data as mentioned in previous sections. Also,
identified trends assumes that expenses donot contain extreme variances over the short-
term. This model could not have predicted the effects of the financial saving measures
applied as aresponse to the pandemic.
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Thesedifferences are better illustrated by utilizing a three-period moving average. The
overtime expense projectioninchart 5, is higher based on the years prior to the 2007-09
recessionand then lower after the recessionended.

Clark County Overtime & Comp Time 3 Period Moving Average

$6,000,000
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$5,000,000
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Chart 5: Three Year Moving Average (see appendix L)

Expenditures were lower than forecasted during the County’s efforts to reduce costs
during therecession. Beginningin 2013, actual expenses were higher thanforecasted as
the model was now based on previous years lower expenditures and remained sointo
2017.

As seenin the

Workday data, recent Workday: Overtime Expenses
expenditures show $5,000,000

. L P $4,391,632
signs withinselected 44,000,000 4,042,701
departments, that $3.118,866 62 048,808 $3,517,912
proactive measures 23,000,000 — —e $2,701,373
takenprior toand $2,000,000
during the pandemic 61,000,000 $724,844 $644,884 $507,094
reduced the county’s 8 —¢ —
overtime 5- °047,922 $449,010 3309.445

. 2018 2019 2020

expenditures, see
cha rt 6 ==@==All CC Overtime e=@==CCSO Overtime

Public Works Overtime  e=@==All Other Department OT

Chart 6: Workday Overtime Expenses by selected Departments

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 seenin thelast recovery period, overtime expenditures may
continue its growthtrends.
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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 withthe remainder of departments that have in the past
contributed a higher average overtime growthrate.

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 mandatedservice requirements. The
ability to affect these conditions depends on if needed actions fall withinthe departments
or the Council’s responsibilities.

1. JailOperations overtimedriven by changes ininmateinteractions and
trainingrequirements

Internal Audit met with CCSO Corrections Command staff and discussed possible
driversthatincreased overtime usage withinJail Operations. Operations have
been modified to accommodate changes on how staffinteracts withoffenders
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 inrestraints usage. Jail Operations alsoinformed Internal Audit
that they have seenchanges within the inmate population that face challenges
such as opioid use disorder or mental illness whichincreased 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 Patrolovertimedriven by unpredictable servicedemands and
population growth

We alsomet withCCSO Road Patrol Command staff and discussed possible drivers
thatincreasedtheir overtime usage. Road Patrol maintains a 24-hour presencein
Clark County. The nature of the serviceis 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
withinRoad Patrol. They alsoinformed us that training requirements have been
increased. Similarto 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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2M1e 2017 2018 2019 2020

BGFD 16,322 18,278 16,893 10,448 15,408
CCS0 98,248 90,752 | 100,747 | 112,844 | 107.414
COWLITZ 174 152 182
CPD 13.821 12,813 15,145 15,504 13.853
CTP Ga0 1,601 2,501
LCFD 2.7 3,151 4,003 7167 4.240
RPD 4316 5,218 8.210 4,708 6.810
VPD 141,743 | 138,447 | 158,845 | 173,855 | 165,905
WFPD 11,148 11,545 13,273 14,210 13.421
Wsu 135 161 163 407 237
XLAW 156 297 218 155 187
TOTAL 288,807 | 285780 | 3254550 | 351.831 | 332.23F

Table 5: CRESA Data 2020 Annual Report -LawEnforcement

Events

Areview of Clark Regional
Emergency Services Agency
(CRESA) 2020 annual
report included atable with
the number of Law
Enforcement Events calls
by agency,seetable5
CRESA Data. It appears that
callsincreasedfor CCSO
between2016to 2019 but
had a drop in 2020.
Vancouver Police
Department (VPD) also
showed growthin calls,and
like CCSO their 2020 total
wasstill greaterthan2016
call volume. For additional
information on CRESA Law
Enforcement Eventsdata
see appendix J.

3. Public Works overtimedriven by good or bad weather

In our discussions with Public Works, they statedthat weather plays abig partin
their use of overtime. Weather events suchas snow and ice require mobilization of
additional resources.Overtimeis used for continual operations of snow removal
and de-icing efforts. Good weather also provides a window of opportunity to
perform tasks suchasroad repair or striping. Overtimeis used tomaximize the
amount of work that can be completed during breaks in the weather or on days
withlonger daylight availability. We analyzed overtime/comp time expense data
seasonally andits distribution is generally in keeping withtheir assessment.
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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
alsostatedthat some activities that are not always weather related are conducted
in overtime such as responding to down trafficsigns or traffic signal malfunction
repairs.

PW Road Operations 632: OT & CT Payroll Hours Time Series

Chart 7: Public Works Road Operations Overtime Time Series Analysis

4. Staffingchallenges contributeto relianceonovertime

CCSO shared that the staffing challenges are consistent withother law
enforcement agencies throughout the country. From attractingtalent,training,
and retaining them, agencies are finding it difficult to meet their staffing demands.
During the pandemic, further challenges have arisenin the training of new cadets.
Delays in the operation of the state-run police academy has led to increasein the
months it takes arecruit can begin work withintheir department. Jail Operations
alsoinformed us that the corrections academy has alsoincreased from 4 weeks to
10 weeks under anew staterequirement.

Public Works staff shared that they are alsoexperiencing challenges hiring and
retaining staff. They have seenrecently hired staff leave the organizationonce
they have gained experience and/or relevant certifications. Withincreased
construction demand withinand outside our region, creating ademand for skilled
workers, attracting,andretaining staff will remain a challenge.

Generalindustry 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 mostovertimeis 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
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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 mitigationefforts. A selection of
guestions thatillustrate views of overtime from several departments, see survey
chart 8. A summary of responses can be found in appendix D.

Q4 Approximately what percentage of overtime is planned? (i.e. before the
shift is due to start)

Answered: 39  Skipped: 4

100% of all OT
is planned

T re s -

50% to 74%

25% to 49%

Less thana
25% of all...

0%  10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Chart 8:Survey Question 4

The nature of the overtime appears to be unforeseen or unplanned as most
respondents statedthat less than25% 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.
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Q3 What are the most common causes of overtime in your
department/division? (Please tick all that apply)

Answered: 39 Skipped: 4
Lack of staff}
position
IllHESS-

Vacant]
positions

Major
operations/p.k

Afterhours
tasks

Lack of
staff/positions was
alsomentioned
withinour case
study departments.
The County has
responded to
several requeststo
increase head count
inthe pastand it has
aided in reducing
overtimeusage.
This approach,
unfortunately, has
had a limited effect
for certain positions.

QOther - pleas
specify deta.,

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Chart 9:Survey Chart Question 3

Evenwith approved
position, filling them
inatight 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 overtimeis challenging for several departments due to elements within
negotiatedlabor contracts that affect a manager’s ability tomitigate 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 40in a workweek at arate not
less thantime and one-half their regularrates of pay. Under a weekly calculationan
employer could allow an employee time off tooffset the hours already worked.
Federal regulationalso 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 negotiatedwiththe
union to offer more generous terms thanthese 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 eachday. Also, any type of paid leave (vacation, sick,comp
time) is used to calculate overtime. Some contracts included negotiated employee
schedules.
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Management may be limitedto these schedules whenaddressing response to
staffing shortages orincreased service demand, table 6 is a sample of schedules.
Permanent changes to schedules would need to be negotiated.

Name/ Term Sd]é:!:‘gﬁg g:lf;)'li v Paid hours Work cycle
5-8 Bia 8 Son 2off
4-10 10% 10% 4 on, 3 off
4-12 12 12 4 on, 4 off

Table 6: Sample Labor Contract Schedules

Some schedules are more conducive to triggering overtime usage than others. Ina
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 assignedto 8-hour shifts worked significantly more
overtimethan 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 therate that is used to calculate overtime. This may
alsoaffect how quickly budgeted overtimeresources 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.
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Il. 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 departmentdoesn’t reflect
changes inactual 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 overtimeexpenses hashad 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 servicedelivery. Improved tracking of overtime reimbursementsis needed to
better evaluate thetrue 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 suchas 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" foreach 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
departingemployees. 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
whensalary savings are notrealized.

However, historically the County has amended the overtime expense budget for CCSO by
increasingit at yearend to match the actual amount used. This resultsin avarianceevery
year betweenthe initial adopted budgeted and actual anticipated expenses. When
combined with theincreasing cost of labor the variance cangrow to significant amounts
over severalyears. The analysisintable 7, was conducted by the Budget Office to examine
overtime usage at the Sheriff’s office.
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Budget Office Analysis: Sheriff's Office Overtime History
Actuals Actuals YOY % Change |Adopted Budget |BTA Difference |YOY % Change

2011| $ 2,262,656 S 1,873,809 | $ (388,847)

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

Table 7: Budget Office’s Overtime Analysis

The adopted overtime budget remained unchanged for 6 years at $1.8 million before
being increasedto just over $2 million. The actual expenditures were greater than
adopted as illustratedin the table withvaryingamounts and seenin 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.

CCSO Budget to Actuals

54,000,000 .
$3,483,074 $3,626,959 $3,548,108

$3,500,000 $3,135,577 100%
$3,000,000 $2,679,857
$2,321,286 52,509,705 80%
$2,500,000 $2,262,656 $1,869,278 1321, $3.0993 $2.099.34 J1a8108
42,000,000 1,873,809 $1,873,809|  $1,87380 $1,873,80 $1,873,80 $1,873,80 60%
$1,500,000 05
6
$1,000,000
20%
$500,000
S 0%

2011 2012 2013 2014 2015 2016 2017 2018 2019

m Adopted Budget mActuals

Chart 10: Clark County Sheriff's Office Overtime Budgetto Actuals Totals

When analyzing the percentage differences, this type of budgeting was closest toactuals
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
categoryis not associated with payroll and the budget is not automatically adjusted for
normal pay rateincreases provided to employees. As a result,a department’s overtime
expense budget would yield fewer hours of service unless adjustedto reflect pay rate
increases approved by the County Council.

R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 24



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 ofnot matching budget expenses varies depending onfunding source

Subsequent increases in overtime expense budget require an increasein available
funds. How this is met may come through department salary savings, use of
contingency fund, and/or budget amendment. Each method involved coordination
betweenthe 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 aone time budget appropriation of $1.2 million and in 2021 the County
applied $1.1 million in salary savings. Eachdifferent funding approach covered the
variance betweenbudget to actuals and eachhave adifferent 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 discretionof the Budget
Office and County Manager without the need for additional Council approval. This
method allows flexibility indistributionof funds since it does not commit a specific
amount to CCSQO’s overtime controllables. Trend analysis of CCSO overtime
expenses,see appendix M, Patrol’s use of overtimeis 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,withapproval from Council, provided a one-time
appropriationincreaseto CCSQO’s overtime budget under controllables. This
method commits funds as part of theinitial 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 thanrevenues,itis increasingly difficult to address new funding
requests withincontrollables.
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In 2021, the County utilizedsalary savings generated by CCSQO’s position vacancies
to meet the variance betweenbudget to actual overtime expenditures. This
method reduces the need for new monies being allocated either from contingency
funds or as part of anew 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
withintheir allocated positions. Additionally, there is a loss of cost efficiency when
transfering salary savings toovertime controllables. For example,if we were to
examine two general positions, one full time the other part time, see table 8.

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%

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

Each withdifferent salary amounts, full timewith a $75,000 annual salary and a
part time witha $35,000 annual salary. Afull 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 betweenthe regular hourly rate and
that of the timeand halfrate calculatedfor overtime.

When we then take the beginning annual salary and divide by the new ratewecan
seean 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 halfrate or greater
needed for overtime.
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Using salary savings tocover the difference betweenbudget to actualsis
dependent on persistent vacancies. Thereis a risk that salary savings may not be
realizedif positions arefilled 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 betweenbudgeted overtime funds and actual
expenses.

Continuing the use of baseline budgeting if not adjusted by historical expenditures,
creates apracticethatisreliant on future availablity of funds and on timely budget
amendments. If the County wishes tocontinue withthis practice,contingency
scenarios for providing funding should also be discussed toensure clarity of the
source of funding.

2. Riskofabruptservicedisruptions

Ariskexists that if no additional funding is allocated then it may be necessary for a
department to abruptly reduce servicelevels. Departments would need to
prioritize services betweenthose that do or do not fall under mandated functions.
For example, CCSO reported they prioritized services by reallocating staff to
patrol tomaintain patrol levels but reducing services in other areas. CCSO would
need to maintain services suchas 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. Baselinebudgeting not an effective overtime expense control

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

For example, CCSO tracks overtime at arate based on their historical actual usage.
As expenses are reaching the limit of the adopted budget, they begin discussions
withthe 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 recessionthe County restricted
overtime, asseeninyears 2009-10,2011-12, seechart 11,which shows the ending
amended total for CCSO Patrol’s overtime expenses camein under intial budget.
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CCSO Patrol: Budget to Actual OT

$2,500,000

$2,000,000
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Chart 11: Adopted to Adjusted Budget of CCSO Patrol Overtime Expenses

For the majority of the biennual budgets, adjustments were made higher than the
initial budget but inthe 2009-10and 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 shortfallin budget capacity.Similar law
enforcement entities have applied overtime saving measuredduring the pandemic
and they have seenthe risk of servicedisruptions realized.

The County has inadvertently created anexpectationof receivingincreased
overtime expense budget to cover costs of services laterintheyear.

4. Persistentvariancesincreaserisks

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. Basedon CCSQO’s historical actuals as seenin
chart 11, thesevariances are persistent andincreasinginsize.

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

Inour discussion with CCSO, staffindicatedthat they have included personnel cost
recovery with agreements such as the school districts, county fair and special events.
Their finance teamstated 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 withthird 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 aidin understanding the true overtime expenses for
twoof 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
governments
compare
i expensesto

Budget Drivers: ..

other similarly
Sheriff Budget Drivers Unit of Measure 2015 2016 2017 2018 2018 sized

Burglary Number 855 610 815 706 538

Domestic Violence Number 776 679 934 979 914 governme nts

Warrants Number 597 522 640 710 836 aS a

Criminal Citations Number 359 357 419 552 961

Notice of Infraction Number 2,125 1,772 1,834 2,391 3,458 benchma rk

Concealed Pistol Licenses Issued Number 4,487 5234 5,200 5916 5,388 Th

Warrants Processed Felony & Misdemeanants Number 6,922 7,226 7,728 8,349 8,600 e

Public Disclosure Requests® Number 269 21 1443* 633 2726 .

Reports Imported to Records Management System Number 9,442 9,307 9,084 8974 10,09 comparison of

Cases Assigned to Detectives Number 506 519 551 546 535 . .

Registered Sex Offenders Monitored Number 789 779 787 795 846 S I ml I a r eX pe nse

Transcriptions** Number 138 105 17 2391 1234
trends could

Jail Average Daily Population Number 406 466 479 449 406

Jail Bookings Number 5,052 5132 5391 5556 5905 alsos pea kto

Inmates in Contract Housing (Monthly Average) Number 15 23 25 20 12 .

Meals Served at the Jail Number 418,283 471837 492,167 499,953 445918 regiona |, state,

Overtime/Mandatory Overtime Hours Number 13,280 24,282 25,742 29,285 20,165 .

‘ or national

*New logging requirements per ESHB 1594 (2017)

**435 transcriptions in house, 1,956 transcription: 1

s e e e trends. For this
review we

Table 8: Benchmark Thurston County WA tilized

utilize

Thurston County’s 2021 adopted budget document. The information provided for their
Sheriff department included cost, budget drivers and overtime hours, see table 8.
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When we reviewedtheir expenditure trends, we found that since 2017,they also saw an
increasing expense trend within Law Enforcement and Corrections. See charts 12 & 13.

Sheriff, Law Enforcement Budget and FTE Trends Sheriff Carrections, Budget and FTE Trends
525,000 18000 $35,000 —
130,00 140,00
520,000 520,000
¥ 100,60 2 120,00
£ 515,000 - E 100.00
Z g =000
.—i 510,000 60.00 s i
= 40.00 - 40,00
55,000 55,000
20,00 20,00
’ 2017 2014 2019 2020 2021 e ? 2017 2018 2019 2020 20 e
m— 518260 | 519142 SI0453 521938 | 522606 i | 520845 | $21876  $22351 | $23,156
el e T Sl T —FTEs| 12225 12925 12935 12751 13525
Chart 12: Thurston County WA: Sheriff, Law Chart 13: Thurston County WA: Sheriff
Enforcement Budget, and FTE Trends Corrections Budget and FTE Trends

Thurston County Sherriff’'s Office budget information alsoincluded overtime/mandatory
overtime hours. Utilizing this information we chartedtheir expenses,see chart 14.

Beginningin 2016 they experienced
Thurston County Sheriff: Budget Drivers an increasing trend in the use of
. 29255 overtime hours until a decline in

30,000
24,282

200 i 2019.The number of overtime hours

20,00 _ remained above 2015 levels. We

15000 — 2 then compared them to Clark

1:;222 . County Sheriff's Office expenses and
: found that similartrends were

2015 2016 2017 2018 2019 . . .
occuring during the same timeframe.

® Overtime /Mandatory Overtime Hours

Chart 14: Thurston County WA: Sheriff Budget Drivers

Expense data provided in Thurston CCSO0 Patrol & Jail Operations: Overtime/Comp Time
County’s budget document is oo

limited for comparison with Clark .

County due to differencesin size o

and type of services provided. It 2000 .
should only be used for general e :
trend analysis,seechart 15. 1:22 .

o]
2015 2016 2017 2018

W 250 & 261 Payroll Hrs

Chart 15: Clark County Sheriff's Office Patrol & Jail
Operations Overtime/Comp Time
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The county may alsobenefit from researching similar datafor 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 selectionof data
points from a Key Performance Indicators Survey that they had previously captured, see
table 9.

Key Performance Indicators for

Open Access Benchmarking: Data Fiscal Year 2019 2019 2019 2019 2019 2019 2019
If you wish to add your own data, please use the
" " i Bernalillo Creve Coeur, ~ Oklahoma City,
KPI Response Template-General" and e-mail to Albany, OR Clayton, MO Decatur, GA Novi, Ml

. County, NM Mo oK
gyoung@icma.org.

oR NM Mo Mo GA Mi oK
Service Average: All
Area Measure Name Responses Jorge.Salinas@c vschornack@be amuskopf@cli sstott@crevec meredith.roarké jbowman@cit lori.hird@oke.g¢
Police Expenditures: Sworn police $2,401,203 543,600 $5,121,859 $141,826 64,640 $421,044 347,219 $8,161,724
overtime

Police Expenditures: Sworn police 543,806,261 59,600,500 $30,777.972 4,156,753 $5,837.730 4,361,170 $11,152,274  $128,133,213

salaries and benefits (excluding
oT)

Table 9: ICMAKPIsBenchmark Data(seeappendix F)

Bernalillo County NM
Expenditures: Sworn police overtime
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Chart 16: Bernalillo County Expenditures of Sworn Police Overtime

Chart 16 shows Bernalillo County’s sworn police overtime expenditures. By viewing
expense datatrend from other jurisdictions, Clark County canbenchmark if itis also
experiencing similar emerging expenses.
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lll. More detailed monitoring needed to understand costs and
benefits of overtime

Summary:

The County’s approachto monitoringis limited in detail and no specific magnitude of expenditures has been
established thatwould require additional monitoring. Overtime usage hasits benefits andlimitations 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 analysissuch as
evaluating total payroll cost and consistent overtime usage trends, allows for greater evaluation of
operational dynamics. Elements are missingto 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 isincreasing but doesn’t have a monitoring
program in place that could provide such analysis. GFOABest Practices alsorecommends
that careful monitoring should include expenses depending on magnitude such as
overtime. An organizationcould aid the analysis by creating structured budget monitoring
to meet any interim reporting requirement.

If the County establishes alevel of magnitude for overtime expenses then it could
structure a interimreporting requirement for primarily the largest users of overtime. The
report should contain greater expense details toaidin 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 interimreport 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 seenin the CCSO Jail Operations data, see appendix N, the total payroll
costs wereinfact lower thanprevious years evenas 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 discussedin section D below.

Another element to consider as part of the interimreporting 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 inmeasuring
possible effects on service delivery when allocating budgets or department service
capacity assessments.

By creatinganinterim report requirement with specific overtime metrics, analysis canbe
conducted that aids budget allocationand/or understanding utilizationtrends. It may also
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betterinform 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 centralizedassessment toanalyze whenit is fiscally
prudent to add staff or to continue to utilize overtime.

Overtime as a management tool provides flexibility inmeeting service demands with
available staff. When used effectively it can be cost effective toemploy 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
wererepresented in our survey respondents’ comments:

e “Providesrequired/essential services to our community when they areneeded, and ensure
time-sensitive work to be performed on time”

e “Alot of our work is dependent on the weather, and we need to utilize over time to
complete it. It also cutsdown on overall cost due to re-mobilization”

e “Allows flexibility to have asmaller standard staffing level as some work tasks are
seasonally based”

Overreliance on overtime may lead to staffing challenges inmeeting future spikesin
servicedemands or persistent costs may be higher than increasing head count. SHRM
states that there arelimits tothe amount of overtime that is beneficial. They list potential
drawbacks; anovertime-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 canlead to a discouragement of performing
non-routine work tasks unless offered as overtime.”

e “Wearing out staff”

Deciding when overtime warrants additional staff is based on collaboration between the
department and budget process. Conducting a comparison of regular staffingand
overtime costs,as seenin appendix G can aid in communicating the fiscal thresholds when
deciding betweenthe 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 overtimeusage.

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 Actualsis a type of analysis that compares the budgeted amount to
the actual expenditures. It is usually run monthly which shows the twovalues 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 alsogenerate similar reports.

Budget Office Analysis: Sheriff's Office Overtime History
Actuals Actuals YOY % Change |Adopted Budget |BTA Difference |YOY % Change

2011| $ 2,262,656 S 1,873,809 | S (388,847)

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

Table 7: Budget Office’s Overtime Analysis

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 withaforecasted 2019 (highlighted yellow) total,table 7.

We spoke to Public Works about their overtime monitoring practices. Theyindicated 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
canview,download, and analyze toadjust usage of overtime. They reported that some
reimbursement occurs but unable to measure since billing does not include this level of

detail.
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CCSO statedthat they have
expanded the budget to actuals
model of overtime monitoring to
include amonthly seasonal usage
report. Their finance team
generates the report and provides it
tomanagement. Chart 17is a
sample of such analysis.

CCSO monitors theirusage 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.

Chart 17:CCSO’s Enforcement Branch Overtime Analysis
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We surveyedall 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 withinyour
department? The primary

reason givenfor overtime :":""IE: °:'°'°Es ::;;owses
. . udged ionionng ..
monitoring was for budget ot ebesing i

19.51%

monitoring at 60.98% and

Service Delivery Adjustments

Se I"Vice Del ive I‘y Grant Requirements 12.20%
Adjustments accounted for Budget Preparations 3L71%
19.51%,seetable 10. Their Analysis s not performed —

26.83%

reported practices aresimilar =ty .
to those reported duringour ~ Table 10:Survey Question 17
casestudies.

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

GFOA provides that:

“Governments should move beyond just identifyingdeviations from budget versus actuals and work
towards analyzing and articulating why deviations occurred in order to movetowards resolution”.
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Chart 18: Jail Operations Total Dollars Payroll Chart 19: Jail Operations Total Hours Payroll

W REG Hrs Jail Operations ' OT & CT Hours Jail Operations

2016

We performed analysis beyond budget to actuals by utilizing payroll hours within Jail
Operations. The analysis revealed aninteresting 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 between2015
and 2016.They dropped further by 6,000 hours in 2017.CCSO explainedthis was due to
areduction in the number of full-time personnel. They stated the staff shortagesledto an
increasedreliance on overtime torespond to new stateregulations andto address
training needs. With a shortage of Jail Operationstafflevels, CCSO believes that it is
more difficult to respond to overtime mitigating efforts. This example shows the
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importance of assessing total payroll when considering overtime trends. In this case
overtimeuse increasedeven as total payroll expenses decreased.

We alsoexpanded our analysis tocompare expenses between a Department (CCSO) and
its subunits (Patrol & Jail Operations). This type of analysis showed that Patrol’s use of
overtimeis fairly consistent evenwhen 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 analyzedfive years of payroll records to compare expenses and hours used by Patrol,
seecharts 20& 21.In thisdataset we do see a general upward trend in overtime hours,
but thistrend is alsoseenin regular hours.
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Patrol: Total Hours Payroll 7%
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—REGDirs250 N OT-CT Dollars 250 === 0T % of Total Dollars = REG Hrs Patrol ~ mmmmm OT & CT Hours Patrol OT % of Total Hrs
Chart 20 Patrol Total Dollars Payroll Chart 21 Patrol Total Hours Payroll

CCSO shared that they increased the number of FTEs during this time. The additional
staff may have aneffect in moving hours away from overtime to regulartime as seenin
2016to02017.Theincreasein head count alsoprovides other benefits to the work force
as discussed by SHRM in sectionB.

Employing a comparison that includes alonger 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
organizationto adjust, ensuring continuity of program/ service delivery. Whether due to
economic difficulties or to ensure expenditures are withinbudget limits,changesin
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 discussedthe effects
of the last recessionon their operations. Public Works recalled that overtime was limited
to exceptions such as snow removal or down trafficsignals/signs.
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CCSO recalled
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Chart 22: Clark County Sheriff’s Office Overtime/ Comp Time Dollars and Hours

Patrol before
and afterthe last
recession.

CCSO reports that most recently the limitations on overtime due to the pandemic fiscal
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Chart 24 shows Jail Operations expense trends before and after the previous recession.
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Chart 24: Clark County Sheriff's Office Jail Operations Overtime/Comp Time
Dollars and Hours
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Jail Operations alsoreported 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 withextraordinary events such as arecessionor pandemic, the County
has responded with cost saving policies that reduced overtime expenditures. However,
there are no available metrics that speak topossible 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 tospeak tothe necessity of its use, if it may be anticipated,
and/or formulate a method to reduce its use. The Budget office should work withthe 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 todata elements discussed, the County can alsoevaluate thoselistedin
appendix G.
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IV. Recommendations

1. Establishanddefine the magnitude of overtime expenses that should require
additional analysis.

2. Develop overtime budget analysis fromthe budget office that is required when the
defined magnitudeis reached by a department. Some analysis will require
collaboration withdepartments that report toseparately elected officials. Analysis
should include the following metrics:

e averageannual growth rate,total payroll (hours & dollars);

e availabledatafrom benchmark entities;

e projected labor costs growth (rate, calculation, scheduling) due to
present and future adopted contracts;

e trackthird party reimbursements; and

e monitor fluctuations in servicedemand drivers for primary user
departments that may indicate effects of overtime expenditures.

3. Establishathreshold that when met would require a staffinganalysis be conducted,
withconsideration of fiscal and workforce related negative effects of overtime use.

4. Establishaninterim overtime report that includes expense information in addition to
relevant service delivery metrics that are affected by overtime allocations withinlarge
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

CLARK COUNTY WASHINGTON www.clark.wa.gov
COUNTY MANAGER’S OFFICE 1300 Franklin Street
PO Box 5000

Vancouver, WA 98666-5000
360.397.2232

June 13, 2022

To: Arnold Perez
Re: Performance Audit of Overtime Response

The Clark County Auditor’s Office conducted an audit of overtime during the past couple of years as
requested by the County Council and supported by the County Manager in 2019. The request included
year-over-year lookback of overtime by departments, identify possible reasons for overtime as well as
provide a summary of potential opportunities to address the increase of overtime in Clark County.
Potential opportunities may include, but is not limited to, schedules, staffing levels, staff resources,
type of work being performed, temporary etc. Data included in the report are pre-pandemic and during
the pandemic.

Couple general comments regarding the report as well as items that have been discussed over the
years:

e Generally, overtime has increased overtime

o Itis acknowledged that overtime is part of the departments ‘controllable” budget and does not
increase based on wage adjustments

o It is acknowledged that some overtime in departments and office are reimbursed, and it
appears this has not been tracked appropriately

e  While the County can ask for reductions in budget to address budget shortfalls, the decision on
how to reduce the budget (e.g. FTE’s) is under the County Manager or Elected Officials purview
(e.g. the County Manager or Council can't tell how an Elected Official where to reduce their
budget)

¢ While the County has done baseline budgeting in the past, nothing restricts departments from
using funding in their ‘controllable’ budget to meet the service needs; additionally, departments
have the ability, with County Manager approval, to move salary savings to their *‘controllable’
budget

e During the first year of the pandemic, County departments and offices were instructed to
eliminate or reduce overtime and freeze hiring; with that said, departments could provide an
exception request. The Sheriff's Office did not have a restriction on overtime or endure a hiring
freeze

¢ The departments under the County Manager continues to provide requests for using overtime
and filling vacancies. These requests outline the need or issue, policy or rule, analysis and
recommendation.

e From my understanding, the overtimein patrol reduced during the pandemic due to reallocation
of resources (e.g. SROs no longerin schools, reduced jail population — no longer have
individuals housed at the jail work center, etc.)

%.‘ For other formats, contact Voice 564.397.2322 Relay 7| or 800.833.6388
UM the Clark County ADA Office Fax 360.397.6165 Email ADA@clark.wa.gov
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s Corrections officers haven't been fully staffed in years — which may be the reason why there is
a decrease in payroll expenses but an increase in overtime and as noted in the report.
Additionally, H Pod has been closed in the jail due to insufficient operating funds (e.g. staffing).

¢ I have been informed that it was stated in an interest arbitration from an executive in the jail
that the work schedule for the correction officers arbitrarily forces overtime. This schedule has
been in place for quite sometime.

o Most departments have financial resources internally who should be able to review trends,
reports, etc.

o It is the responsibility of the County Manager, Department Directors and Elected Officials to
ensure we are providing services efficiently and continually look at process improvements to
ensure we are using the taxpayer dollars effectively.

It is important to note, that the County Manager can direct their executive departments parameters on
overtime use, spending, operations, etc.; however, the departments lead by separate Elected Officials

have full authority on their operations as well as how their budget spent. I would encourage feedback

is solicited from the Elected Officials as well.

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

Response #1: This will be brought to the finance team to develop a proposal of when
overtime expenses would require additional analysis. Once a proposal is developed, feedback
will be solicited from all departments and offices.

Recommendation #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);

o Available data from benchmark entities;

o Projected labor costs growth (rate, calculation, scheduling) due to present and future
adopted contracts;

e Track third party reimbursements; and

¢ Monitor fluctuations in-service demand drivers for primary user departments that may
indicate effects of overtime expenditures.

Response #2: The budget office will be able to run reports showing certain financial date
points being recommended. With that said, departrments and elected offices will need to analyze
operations and decision points pertinent to their own operations for further detafl and review
the policy and operational decisfons that is driving overtime as well as tracking items such as
third-party reimbursements. Most, if not all, departments and offices have dedicated financial
support staff to monitor their budget and operations.

Currently, departments under the County Manager submits a request for overtime to the County
Manager for consideration. These requests detail what issue are they trying to resolve, what (if
any) applicable rule (e.g. RCW, policy, etc.) they are following or need to be in compliance with,
what is the analysis such as amount of overtime, why this can't be done within normal business
hours, etc., and the recommendation. This ensures we are being fiscally prudent as well as
reviewing the operations for efficiency.
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Again, departments that are under separate Elected Officials manage their operations and how
their budget is spent. I would recommend the separate Elected officials comment and provide
Insight to their operations and analysis.

Recommendation #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.

Response #3: More important than the financial impact of overtime to the County is the
Impact on the staff who work the overtime. It is important to note, there have been
conversations with some departments and offices regarding how overtime is not only a financial
burden, but can also increase the risk of employees being fatigued, making mistakes, getting
injured, etc. Additionally, as mentioned above, most departments and offices have financial
support staff who have intimate knowledge of operations and department finances. This will be
brought to the finance team to develop a proposal of when a staffing analysis should be
conducted. Once a proposal is developed, feedback will be solicited from all departments and
offices.

Recommendation #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.

Response #4: This will be brought to the finance team to develop a proposed interim
overtime report and service delivery metrics. Once a proposal is developed, feedback will be
solicited from all departments and offices. I would anticipate that this will be in coordination
with the departments finance support staff.

Recommendation #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.

Response #5: This will be brought to the finance team to develop a proposal of when
overtime expenses would require updated in the annual budget process. Once a proposal is
developed, feedback will be solicited from all departments and offices.
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Appendix B: GFOA Best Practices

https://www.gfoa.org/materials/budget-monitoring

‘.
BEST PRACTICES

Budget Monitoring

Establish a formal set of processes for comparing budget to actual results.

Monitoring the budget is important to ensure that the financial, operational and capital plans
that were developed and approved for implementation as part of the budget processes are
being implemented. Budget monitoring is crucial for an organization to be able to enforce
accountability related to spending. In addition, regular, comprehensive monitoring of the
budget allows a government to evaluate service level provision, 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.

Budget monitoring must include examination of a broad set of functions in order to fully
inform what actions need to be taken if significant deviations are found. Comparison of
budget to actuals is the starting point for budget monitoring, but it should be expanded to
include how the organization is performing related to service delivery and other
programs/initiatives. To ensure this, governments should clearly articulate not only the
elements and who will analyze, but also how the analysis will be utilized. If conducted
consistently, thoroughly and effectively, the budget monitoring process will provide

information that may lead to corrective action or operational improvement.

GFOA recommends that all governments establish a formal set of processes for
comparing budget to actual results to monitor financial performance. Budget

monitoring should include analysis of a diverse set of indicators to best inform the
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analysis and facilitate evaluation of a government's overall performance. Establishing
and conducting regular budget monitoring provides organizations the opportunity to

promptly adjust for any significant variances to ensure continuity of program/service

delivery. Governments should establish comprehensive budget monitoring that

includes the following key items:

1. What elements should be reviewed:
a. Revenues. Governments need to carefully analyze sources of funds with particular
attention to:

» Seasonality, and whether comparable to prior observations
« Any potential volatility and the resulting impacts

« Trends and comparison to projections

« One time sources

« Timing of receipts

» Relationship to economic indicators and potential impacts

» Changes in policy/practice of overarching governments involved in disbursement

of revenues
» Review of patterns at other similar/related governmments

b. Expenditures. Governments need to carefully monitor all expenditures as well —
including one-time uses and also examining key aspects of the following:

« Personnel. Examine additional detail beyond just regular payroll expenses,
including analysis related to hiring and vacancy information and also, depending
on magnitude, analysis of part-time, overtime, leave pay out and special pay. In
addition, conduct analysis of re-class/promotions to see if on-track with
expectations. And whether fringe benefit costs are within budgeted expectations

as well.
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« Non-personnel. Monitoring needs to include more than just current expenses.
Governments need to analyze draw down of encurnbrances, outstanding
purchase orders, and its major contracts to develop a better picture of not only

what was spent, but what remains to be spent.

¢. Operations. Are services being provided as anticipated? Are any services being
provided that were unanticipated? What trends are being observed that may impact

whether or not spending remains on track?

d. Capital Governments need to monitor the budgets of capital projects as well — see

e. Economic Trends. How is the broader context of prices for labor, services,

commodities and other items impacting expenses versus the budget?

f. Performance Measures. Governments should incorporate into their budget
monitoring process an examination of performance measures and linkages to
financial outcornes. The analysis should include any changes to goals/initiatives since

budget adoption and are there any new initiatives not initially included in the budget.

2. How the elements should be analyzed
a. 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.

b. 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.

d. 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
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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

3. At what level of detail should the analysis be conducted. This will vary depending on
revenue/expenditure type. Organizations should discuss benefits of more versus less
detail and its impacts on the timeliness, usefulness, and degree of difficulty to compile,
among other factors. Potential levels at which to monitor the budget should mirror an
organization's chart of accounts, including the following:

a. Fund. Use for high level analysis and also may be the only monitoring needed for

minor revenue/expenditure areas

b. Department. Analysis at this level can be used to establish budget accountability for
department heads

c. Sub-department/division. Appropriate to analyze in particular if budget

accountability resides at the sub-department head level.

d. Function. Use to track expenditures by major organizational responsibilities, i.e.

public safety, public works, etc.

e. Object/account. Utilize for examining key types of expenditures at an organization-

wide basis, such as overtime.

f. Project/program/grant/activity. Use to track revenue/expenditures of specific
activities associated with areas that need additional scrutiny or for reporting

requirements

4. Who is responsible and outlining roles
a. Production. Who produces the analysis, reports, etc. related to budget monitoring

should be clearly articulated and disseminated.
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b. Roles. Collaboration and ownership within the organization should be promoted to

help provide context related to any potential issues.

¢. Ownership. Identify who is responsible for resolving variances related to both spend
and service delivery as well as any other problems identified that need attention.

5. Tools for conducting the analysis
a. Electronic system. An organization's enterprise resource planning (ERP) system
should drive data gathering and analysis related to budget monitoring. Use of the ERP
system allows for real time information to be readily accessible for encurnbrances
and other time sensitive information as opposed to reliance on static, stand-alone

reports.

b. Automation. Budget monitoring data and reports should be integrated into and
generated by an organization's ERP system to ensure efficient use of staff time and

also consistency of information.

¢. Overspend Protection. Governments should also ensure that mechanisms are in place
in their ERP system to automatically prevent overspending of budget and notify the

organization's financial leadership.

d. Consistency. Off-system analysis should be consistently applied to all aspects of
monitoring the budget and clearly articulated to both staff conducting the analysis

and end users.

6. Communications. This will vary on type of size of jurisdiction as well as the intended
audience
a. Frequency. The frequency of how often budget monitoring reports and information is
generated should be agreed upon at all levels of the organization, but may vary for

different program areas.

b. Delivery. The government should describe the point at which the monitoring process
is achieved and how the information is communicated and to which stakeholders,

both internally and externally, needs to be clearly structured.
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¢. Format. The format for how information related to budget monitoring needs to be
clearly established as well, including considerations for the audience and their level

of expertise.

d. Transparency. How can the information be shared on a wide spread basis to the
community and include the proper context to best inform the public and minimize

additional request for more information.

7. Action. A government's budget monitoring process does not end at the time of
communication. Following the steps above, governments will conduct cornprehensive
monitoring and communication that will ensure timely corrective action and operational

improvement.

Members have discussed this topic in GFOA's Member
Community.

JOIN THE DISCUSSION (37 REPLIES)

Board approval date: Saturday, March 31,2018
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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 sentto managers
within all county departments.

Interviews with key personnel were conducted, along with review of financial 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 itis 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 areasonable basis for our
findings and conclusions based on our audit objectives. We believe that the evidence
obtained provides areasonable basis for our findings and conclusions based on our
audit objectives.
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Appendix D: Survey Results

Q1 Please indicate the department(s) associated with your responses:

Community Services communiy Public Health court

Sherlﬁ Ofﬁce Clerk Oﬁl Ce Auditor SEI'VICES Public works

Prosecuting Attorney

Q2 How often does your department utilize overtime to perform county services?

A feast Weekl_
At lest manthl-

At lest
quarterly

At least vearl,

Rarely -

0% 10% 20% 30% 40% 50% 60% TO% 80% 90% 100%

Q3 What are the most common causes of overtime in your department/division? (Please tick
all that apply)

Lack of staff/|
positions|

Iliness

Vacant
positions

Majol
operations/p.

Afterhours,
tasks|

Other - pleas
specify deta..|

0%  10% 20% 30% 40% 50% 60% T0% 80% 90% 100%
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Q4 Approximately what percentage of overtime is planned? (i.e. before the shift is due to
start)

100% of all OT
is planned

75% to 99%

50% to 74%

e 49%-

Less than a
25% of all...

0%  10% 20% 30% 40% 50% B80% T0% B80% 0% 100%

Q5 How often is overtime unscheduled?

Always
Usually

Sometimes

Does not appt.

0%  10% 20% 30% 40% 50% 60% T B0% 90% 100%
Q6 How often is overtime mandatory?
Always

Usually

Sometimes

Rarely

Never

Does not appl

0% 10% 20% 0% A0% 50% 60% T0% B80% 20% 100%
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Q7 How often is overtime triggered by labor contract or adopted practice?

e BE%-

50% to 74%

25% to 49%

bess thans 25_

0%  10% 20% 30% A40% 50% 60% T0% 80% 20% 100%

Q8 How often is overtime discretionary? (overtime available for use at the discretion of
management)

Always
Usually
Sometimes,

Rarely

Mewver

Does not appl;

0%  10% 20% 30% 40% 50% 60% T0% 80% 0% 100%

Q9 How often does your department utilize overtime to perform non-county or external
agency services?

Weekly

Monthly

Quarterly
early I

0% 10% 20% 30% 40% 50% 60% T0% 80% 90% 100%
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Q10 Are the non-county or external agency overtime expenses reimbursed?

- -

0%  10% 20% 30% 40% 50% 80% T0% 80% 0% 100%

Q11 Does your department have its own written policies and/or procedures on overtime?

- _

Other

Does not appl

=
5

0%  10% 20% 30% 40% 50% 60% T0% B0% 90% 100%

Q12 Where does your department gather overtime usage/expense data?

Self-generates
Workday report
Third-part
softwar
Manual tracking
Budget Office .
P et gilthE-
poes et Elppl-

0%  10% 20% 30% 40% 50% B0% T0% 80% 90% 100%
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Q13 What level of detail does your overtime expense data provide?

Fund

Departmen

Sub-departmer
divisi

I

Function;

Object

Project/Progra
JGrant/Acti

I

Employee

Other

Detail expens
not provide

Does not app

0%  10% 20% 30% 40% 50% 60% TO% 80% 90% 100%

Q14 How often is overtime analysis performed?

Annual

Quarterl;

=

Manthly

Weekl

&

On-demand

For Budg
Preparatio

i

Analysis not]
performed

Does not app

0%  10% 20% 30% 40% 50% B80% T0o% 80% 90% 100%

Q15 Who performs overtime analysis?

Department
Finance Teas

Frontline
Managers

Budget Office

No one

Does not appl:

0%  10% 20% 30% 40% 50% 60% T0% B80% 90% 100%
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Q16 Is there any training provided to supervisors to assist with overtime monitoring and
management?

Does not appl

Mo

e 10% 20% 30% 40% 50% 60% T0% 80% 90% 100%

Q17 What is the purpose of overtime analysis within your department?

Budget

Maonitoring
Stal

Scheduling]

Service
Delivery...

Gran
Requirement

Budg:
Preparatio

I

Analysis i
not performe

Does not appl

e 10% 20% 30% 40% 50% 60% T0% 80% 90% 100%
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I

10
11

13

15

17

1a

21

Overtime CGuestionnaire

Q18 What measures does your department take to reduce the use andfor
cost of overtime?

Argwaned: 35 Skopped: B

RESPONSES
Felurst hew e CTTESS 0N Dadonm working ot ime
Scheduling mons s52afl memoers (o ToCus on dulkes thal would resul n ovatime as meecac

Encoumge stalf 1o work within thesr FTE. Dept. sets chsar expectafions about OT neacding to

be pre-approved by manager Cumently the only approwed OT & Tor ©OWI D rolabed work (por
County giective),

Workfiow efficiency enhancements, process analyss and adpsstments

& B JOETS B0 W Tade Joint Loty schaduling changes 1hal really neduce oweime in ow

dopariment. Win work hasd nol 00 usa overtima and move SChacules aound 1o adjust 1o T
nesd e ranedy 1 ever approy e unscheduied overtime. This resulls 0 mansgers somelmes

hireting 10 peck wp the Siack of bargsined ermpitniss.
Lirmi with polecies (ry 10 plan [eochS: 50 Use misni nrel ot me

Typically wa plan el OO\ D-15 has incronsed tha nead 100 SOmme O ertima g @n o nol in
vACCES st bution 1t e Somrmunity

W hinel Thooesd Soeme SCfadule 50 that vwes hays SsiaS amv e sarker than Bam for faciilies now

T county nesds 50 fund more Deputy Shenll poSitons So we amne not aivasy's: below minimam

Etaffing.

P,

Alicraing viben B cost benelit b the Sounty

Approprals siafeg

Cross tmning waihin classicadons. regund approsal [y Supardsor
W LS It S0 infrecueentty thare IS no nesson for measures 1o be ken.

T sois of minimam Sasting evels. ong Tor sveraps cially populaiion and ona for low
popuiation. Adminksintor Snd Debention Mansger contnal tha staffing leveds as necessan.

mmlmm-mnnwuﬂ:m1mmuﬂmmmp
Nexing of 1Hma, whers aumi labie

Evaluaton of programmalic cpamiions and siafling esowCes
Only hawe DT Gunng Saction Bma

Try o get adctionsl staf in the budget and iry 1o knop postons filed. Preschacdule vacations
and lirme off when possibie

W by e e SChaduled oy erbema Ve U DQENces 0N FEMELTSng US. '¥We iiso wasch
Hrees sl Wiy CICeSa B0 Only SChad Uka cvartma whan neaced for sedety, Wis have changed
sorme of the practons for which things & caled out for unschedulod owedima as vl (F Thema
Is o doad animal off of tha soad in Cha winbor Time and /B can vt 0o e picknd up basoad on
oCahon andl suslion

Cross brning 1o cossier vehaen staf ans absent, Sef up piarned vacalion Schasules for
réphisanied SIAN 10 Dk sach cihed up &5 pri-appeiv el balons wusing OT.

Exermpl ermpliyess i Sriss unit and 1 local 11 Agresrnant S1alT s monbonsd hours.

172
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Overtime Cuesstionnalre

24 mms:mwmﬂmwmﬁmmmmm:mmnmmmum
alfoe in 1hat anga

5 Manage: approval & sequined sheed of owertme Follow palicies that ane in place fo enswe we
Ars LSing owenime propary.

e Tl rubd 25 o Srmed S nrrelly ot aliovesd rbinss The SRuSTon Sreds el hsd 10 chomas ol

L iy or needs B0 be done befioie 1he next woroday IF wa can know befone hand we will iny 1o
Mt Lirrss, Bt wilh the Local 11 contracs amdime worked past an employss normal wirkdsy' i3
CONSRaNad oV SIS OF Coimg B Janless Ty ane Sesing). TIET i wivy we nomrally don
Alhow & Pheol FRpuset Afper She 1BCT. 0O BDE Do ThE UNSM CORDSCE. Wi Ak IRy 10 LSE COMmp ifme
it prasiihe Bl with Shom SiaiTing thad 5 nol abuys and opion. | owerTima 5 niseded of a
GOCE oing ovee, &N iNDErelar whd CANT lemad COUM, of Nepdad 0 1ind wiy Cash 006G Nt
bakance & 1he end of e day, OWeime 5 revisved ol ARICAI e fssdiag

AIREMPAS 10 hink paopka

Process nprvamen planning bemer will be ooing & vweench sudy Tor feld st

Fige: il 5o haduling

‘W murely haeea CreeeTinng

Communication with Supéror Cour asking the judges nol o pASE The emplyes's shifl.
Encouraging ue of T tima

L]
|

P,
Pl

H 2 B 8 B B 8 B
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Overtime Questionnaire

Q19 In your opinion, what are the advantages of using overtime within your

department?
Answered: 35 Skippad: 8
L RESPONSES
i if | had a choice | would use overtime when needed instead of adding full time staff. ‘When
serge filings come in and begin more than 3 days late on entry
2 Allows Tlexibility to have a smaller standarnd staffing level as some work tasks are seasonally
based
3 When vwe have a stalf member leave, we nead 1o be abke to continus to serve clients 50
existing staff may need 1o work OT.
4 cheaper the FTE'S and more Mexibla
5 Frovides requirediessential senicas 10 our community whean they are needed, and ansure
time-sensitive work 1o be performed on time.
[ WwWhen we have IT projects and canndl accommaodate testing within the nonmal work day. Wwa

can adapt [0 peak 3 Season needs.
Gives abiity to complete reqguined work cutside of schedulad work hours

B [N
Allows us not 1o hawe a full person on shift 2477 and we only pay them if they have 1o Come in
for a call.

10 It is used just to kesp us operational.

11 )

iz You can meeat your requinemeant's and reduce costs with less mobllization

13 We have no choice.. wish wea ded not need as much of it

14 To manage the COVID response - outbreak investigations, case investigation. comact tracing.
and vaccing distribution. Also to maintain sesvice dalivery 1o the public.

15 vary little is used so there is very little advantage.

is It s necessany and unavoidable in & 2477 operation like Detention.

17 Allows US 10 maat nfrequant demands.

1B woilld prefer to not use overime. seems o be more out of nNecessity.

15 For the pandemic response it s necessary to meet the neads of the community for ow public
Health response

20 Some emengency senvices are batler deliverar on overmime uniess you want peopke stting
arcund walting for a call (ike firefighters).

21 A kot of out work is dependent on the weather and we need to utilize over time to complete it. It
also culs down on ovarall cost due to re-mobilization.

22 Mo advantages because we have restricted funding with Emits on how much we can spend on
admin/program staff.

23 o

24 Mone

25 Tima/resource sav ing mostly due 1o geogaphical constraints. Seqvice delivery 1o cusiomers

172
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Overtime Questionnaire

who have special scheduling neseds for Inspections.

26 In the Count environment there are ime when overtime needs to be parformed, and with limited
staff it cannot be handed to someone else. There are some shoe rojects that need 1o be
performed that a iittle ovaertime mey be warranted, a langer project it may make sense to bring
in & pemg, but temps are difficult becawse of specific coun knowledge and process’s that ang
not found in normal temip staff,

27 Money for the employes

28 to get work done

29 Only used with major projects (L.e. Workday implementation)

30 There are no advantages

3 Sometimes it's helpful to get caught up on tasks that are bahind.

= Minimal use allows for completion of work cutside normal scheduba and 1o catch-up during

times of haavy work load

33 if there are unexpected deadlines that needs o be met.
34 A
35 WA
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Overtime Questionnaire

Q20 In your opinion, what are the disadvantages of using overtime within
your department?

Answered: 7 Skipped: &

RESPONSES

Mot budging for overtime

Howw it affects budgeting

It's costly.

the budget office seems to hate it

Costhy wery of paying for staff resources to handle workplace tasks such as documentation,
filing, case processing and data entry and management support that donT generate reveanue.

Cost.. but this is not really an issue for us because we have so little overtime.
Cost to County

wearnng out staff

A,

For ane print and mailroom since we afe only 1 parson on each team il the person 1S out we
often have 1o pay OT to get all the work for both positions done in a shift. We recently filled an
empty Noater position 50 that should help with covermge.

Cost B not nearly as important as the impact that it has on our employees quality of life and
their familles.

[T

| dort see any, |t is used as neaded,
Employee fanigee, expansive OT budget
Increased staffing expense

We try 1o avoid it at all costs. We only have 2 employees out of 50 that am eligible for
ovetime s0 it just doesn't happen very often

it can be challenging 1o manage as a controllable Ene item, wage adjustments are out of the
dapariments control requiring parnodic adjustments. Managing the schedule is veny time
consuming for the managament team.

‘we do not hawve budget for overtime.

Staft burnou

Poor fiscal management and poor siewardship of resourcas.
Burnout. Mever enough in the budgsat 10 cover the need.

In the 5 years | have been a Program Manager at the County. | have naver approved usa of
O e

Its hard to plan for, because of the un known vanables.... weather workload and unknowns.
Budgat implications to our grants/contracts we are a non-genaral funded departrment.

COSt would D a factor Tor Crisis wnit

Budget

ather than the additional cost, | cant think of any disadvantages.

1/2
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Overtime Questionnaire

28 Budget wisa, the time and a half pay can drive costs up quickly. In relation 1o Union contract
and staff, management having to figure out who get the overtime and how o make it fair
across stafl. If overtimea is not managed and tracked can get out of hand quickly. Managemert
use and monitoring of oventime, if management is not on top of ovartime, staff can manipulate
a project 1o go into overtime in order to make more monay (sormy that is mare of a cynical
comment but | hawe managed staff for 40 years)

The depatment makes people work when they really don't want o

not getting positions we need

If staffed appropriately, ovestime should not be required.

Excess cost

Faduces our budget. Mot all employee like 10 work overtime due 10 child care issues

¥ 0B B BB B

Howy overtime is handiad in the department can lead to a discouragement of performing non-
routine work tasks unless offered as overtime,

&

Development of a habit of using OT to meet planned deadiines and increase in expenses.
A
A

4 %
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Appendix E: Sample Budget Drivers Data

Public Works Department 34

OFFICE OF THE COUNTY ENGINEER

R of Way ha each

g
%
]

ects Bid 4

g
¥
=
=
™
=]

o
5

and Chip Seal

3

B
w0
o
t

it Rewiew:

irEeri el O

Plastic Ma E square fest

¢
g
8

D MAINTEMNAMN CE

¢
E
£
i
:
:

£
i
:
%‘
:
.

2
]
8

i
:

B
5

Brush Remeoval n- 1 9,121

W
E
:
;
:

Bridge Maintenance & Repair each

4
4
i

Snow Removal e i n- ke

g
8
8

i~

: Bl¢

2 8¢
E

i

4

B

i

| W G

Recreational PAaintaimned

{
;

972

g
g

Trail Corridor:

E
ﬁ

miles 20

5
R

£
i
g
:
&

each 233 228 247

Public Infrastrocture Assets Ins each 7.144 9,626 15,060

WATER & SEWER UTILITIES

Wastewater Treated 82,135 699 £3,355.310

:
:
:

NOXIOUS WEEDS AND LAKES

Landowner Technical Assists each

8
2
2

Weeds Disposed pounds 24,560 17,685 15,215

Material Acce Lo 219,415 236,458 234,936
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Appendix F: Benchmarking Data

https://icma.org/documents/icma-open-access-benchmarking-data-and-definitions

ICMA Open Access Benchmarking: Data and
Definitions

Data, definitions, and data entry form for key performance indicators.

Jul 15, 2020
. R (XS A - il
This spreadshest shows the 80 key performance indicators (and 54 county- =g e e
. C . . _ e a 2 [rre— P S TE
specific indicators) used in ICMA's Open Access Benchmarking initiative, a no- i R e reeafoecs
fee approach to local government performance comparisons. Download the file 2 e e e ek o mpection *
to access data that's been collected =o far and use the response forms to submit - =
Iripery=t
your own data to the database. g
Ty
T hmgh leserr eneeplare
" g D Toral rode caie valaie tar .
trieem=l esolution duriag the ressrting
vk
™ DFcmece e Sekmietobics teclitier, Cusizdsl L
emperelilure pre square ksl

ICMA: Key County Performance Indicators

These 54 measures have been selected by an ICMA County Consortium a
or vendor interested in benchmarking around a consistent set of metric d
template for data entry, and jurisdictions are encouraged to share their d
compiled so far is presented to the right, with related calculations below.

d are presented for use by any jurisdiction
efinitions. This worksheet presents a

ata by e-mail to gyoung@icma.org. Data
For more information, see FAQ tab.

Time period (full
fiscal year only):
Jurisdiction name:

State:
Contact e-mail:
Measure Type
# Service Area |Measure Definition Hint
€15 |Workload Jails Average daily inmate population Average number of jail inmates per day for the reporting period.
Exclude halding facilities where suspects or prisoners are held
for less than 72 hours.

mworklgad Jails Federal and ICE inmates: Total The average daily number of jail inmates who are being held on

] federal or ICE charges

C17 |Input Jails lail Expenditures: Food Expenditures for jail food purchase and preparation, including all
kitchen/commissary-related expenses for operating, maintenance,
and contractual costs, and staff salaries and benefits. Exclude
capital costs.

18 | Efficiency Jails Jail Expenditures: Food, per prisoner Total jail food expenditures divided by the total number of Raw data requested.

night prisoner nights during that reporting period. Raw data NOTE: Please divide
requested; please perform this calculation prior to entering data. |by total prisoner
For instance, if in a single year there was 5500,000 spent for a nights for the
total of 5,000 prisoner nights, enter $100. NOTE: Please divide by |reporting period, not
the total number of prisoner nights for the reporting period, not  |the average daily
the average daily number. number.

19 | Input Jails Jail Expenditures: Medical Expenditures for jail medical services, including operating, Including drug,
maintenance, and contractual costs, and staff salaries and staffing, facility and
benefits. Include pharmaceutical and third-party provider costs. |treatment costs or
Exclude capital and employee medical or insurance expenditures. |contracted-out costs.

20 | Efficiency Jails Jail Expenditures: Medical, per prisoner |Total jail medical expenditures divided by the total number of Raw data requested.

night

prisoner nights during that reporting period. Raw data
requested; please perform this calculation prior to entering data.
For instance, if in a single year there was 5500,000 spent for a
total of 5,000 prisoner nights, enter $100. NOTE: Please divide by
the total number of prisoner nights for the reporting period, not
the average daily number.

NOTE: Please divide
by total prisoner
nights for the
reporting period, not
the average daily
number.
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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/

Local Government Performance Center

An initiative of the Washington State Auditor's Office

August 2012
Tips for Improving the Efficiency and Effectiveness
of Overtime Management

Overview
Different types of operations and staffing needs exist, with different overtime requirements:

& Many positions don't have to be staffed all the time, such as daytime jobs with no relief staff
needed to cover absences. Overtime in these cases is related to extra work that needs to be done
or special projects. This is potentially avoidable overtime. Management approval policies and
work processes should be analyzed closely to minimize it.

e “Fixed post” or shift-based jobs require positions to be continually staffed, either all or part of the
day (permit or customer service center) or around the clock (police, jails, transit, 911 centers).

Owvertime is a necessary partof fixed post staffing plans. When a staff person takes vacation or sick leave,
or their scheduled days off, their post needs to be covered, or “backfilled.” This often requires overtime
because schedules rarely align to cover these absences perfectly and sick leave is unpredictable.

PosT STAFFING OPERATIONS: GOOD AND BAD OVERTIME

Good Overtime

When used to provide shift coverage, overtime can often be a more efficient way to cover absences than

hiring extra staff:

e Overtime enables flexibility by providing additional staff resources for short term spikes in

workload, without the need to hire additional year-round staff.

+ Benefits for full time employees typically include sick and vacation leave, health care, training,
equipment, and vehicles. Depending on the extent and cost of these benefits, overtime can often cost

the same as regular time, or even be less expensive than hiring additional staff.

Bad Overtime

Overtime for shift coverage can be managed inefficiently, creating unnecessarily higher costs. Overtime
used in addition to meeting basic shift coverage needs can often be reduced or avoided with better
oversight, planning, or process streamlining. Examples can include overtime to complete unfinished

work, attend training, and for police call-outs and court appearances, and bus schedules that run late.

Center | Email: performanced saoswa.gov
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Local Government Performance Center

STEPS TO IMPROVE OVERTIME MANAGEMENT

‘Calculate and compare the fully burdened hourly cost of overtimeand straight time. Include all
direct and indirect costs associated with each. How different are the costs? This can help put
perspective on the issue of overtime use and identify when and if it is a concern.

Analyze overtime data. Who is using it and why? It should be possible to identify the reason for the
overtime, for example to separate overtime related to basic shift coverage from that related to special
circumstances such as shift extensions, call outs, court hearings, training, or extra work Look for
«<hanging trends in types, hours and costs, budgeting accuracy, and potential abuse. Make sure to
include an analysis of vacancy rates as increases in turnover can explain spikes in overtime,

Review OT approval policies and processes. Do policies exist for acceptable overtime use? Is
supervisor review and approval required and is there a clear process for obtaining it? Are policies
being followed? Supervision of overtime approval and reporting is an important control.

Analyze Annual Leave Use. Do policies exist that require annual leave be scheduled? Are limits in
place on the number of staff who may take vacation at the same time? Are organizational practices
aligned with policies? Allowing multiple staff to take leave at the same time requires other to
“backfill” for them, which drives up overtime costs. Require vacation leave to be spread out
throughout the vear to make it more predictable and covered without overtime.

Examine Compensatory Time Use. Are limits in place on the number of staff who may take Comp
Time at a given time? Do caps exist on how much Comp Time can be banked? Is your organization
paying overtime to cover for staft taking Comp Time? Comp Time can be more expensive than
avertime because it can compound. Just like overtime, itis awarded at 1% times the original amount
worked (50 percent more). When Comp Time is taken the absence often must becovered by a relief
person. If the relief person isalso working on overtime, the costs are higher than paying overtime.

Look for Potential Economies of Scale. Can small groups of staff be pooled into larger groups, or
shared across geographic or facility boundaries? The larger the group the easier it will be to cover
absences with existing staff without calling others in to work overtime.

Review Unscheduled Leave Use. Are you seeing increases in overtime related to unplanned leave
absences? Are costs for sick leave, disability, FMLA, and workers comp increasing? Analyze data to
look for trends and compliance with leave policies.

Proparad by

€QY FLT Consulting, Inc.
For QUESTIONS:
Larisa Benson Liz DuBois
Director of Performance Andit Principal at FLT Consulting. Ine.
Larisa Benson{lsao. wa. gov LizDi@fltconsulting com

Local Government Perfo rmance Center - an initiative of the State Auditor’s Office ™
] G awa.qgov/PerfaormanceCenter | Email: performances sao.w.gov R
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Local Government Performance Center

An initiative of the Washington State Auditor’s Office

October 2012

Comparison of Regular Staffing and Overtime Costs
Example for a Staffing Post

: Variable Benefit Total Hourly
Hourly Wage Fixed Costs® Cost™ Compensation
Straight Time $30 %5 $45 $42.50
Overtime @ 150% 45 $6.75 $51.75
Total Annual Costfor Full Time Employee $88,400

Tetal compensated hours (40 hours x 52 weeks) 2080
Hourly Wage ($85,400¢2080) $42.50
Paid hours of authorized absences™" 372
Actual Hours at Work 1708
Cost per hour ($88,400/1708) $51.76

"Health

"*These hours must be backfilled Insurance, FFEICA, Retirement,
equip, uniform. L&l

This Excel worksheet provides formulas and caleulations. This worksheet can also beused as a template
for your cwn analysis (double-click to activate).

Prepared by:

€0 FLT Consulting, Inc.

FoR FURTHER QUESTIONS

Larisa Benson Liz DuBuois
Director of Performance Audit Principal at FL'T Consulting, Inc.
Lari sa. Benson(@sao. wa. gov LizDuBois@fliconsulting.com

Local Government Performance Center - an initiative of the State Auditor’s Office _r
(360) 725-9722 | www.sa0.wa.gov/PerformanceCenter | Email: performance@sao.wa.gov Y
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Appendix H: Clark County HR Policy Manual 10.0 Work
Schedules, Work Hours and Overtime

10.3 OVERTIME

l.

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.

. 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.

. 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
followingthe employee’s regularly scheduleddays off (“weekend”), for example, 8:00 AM
Monday to 7:59 AM the following Monday.

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

seven consecutive 24-hour days beginningon 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.

. 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.

. 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.

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 67



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. ExemptEmployees: Exemptemployees are thoseclassified 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 |: Payroll Data Valadation Fields

Data Validation Weaknesses Increases Difficulty in Conducting Payroll Overtime Analysis

The County has transitionedto a new financial management software, Workday. This
change alsoincluded how expense data was grouped and is able to be drawn down
through reporting capabilities. Datavalidationand 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 aidin the tracking of relevant
overtime data monitoring. However, if the employees chooses tocomplete 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:

e Project

e Project PlanTask
e Fund

e Program

e Cost Center

e Basub

e Grant

e Activity

Without the consistent use of fields such as Fund, Program, Cost Center and Basubwe
wereunable toreliably speak to overtime usage trends. The software has the capability to
generaterelevant 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/

Total Law Enforcement Events

Total created events are those that are created by both dispatch and field units and include those where a

unit was not dispatched.

Total Law Enforcement Events
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Expenses
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Appendix M: Patrol & Jail Ops OT & Comp Time Chart

o
o
b

793

$1,009,49
2017

54,342,383
2016

2013 2014 2015

$3,157,973
$3,017,326
2008 2009 2010 2011 2012

w=@==Patro| ==@==Clark County ==@==Jail Operations

CCSO: Patrol & Jail Operations Overtime and Comp Time
2007

0
g
g
.
g
- g
2
g
o0
%
S
2
3
o
g
g
.
g
g
.
8
o~
o
2 ~
@ g
a
] uaH
1
- | 8
8
o

$6,000,000
$5,000,000
$2,000,000
$1,000,000

$4,000,000
3,000,000

R.15.2 Clark County Auditor's Office Performance Audit Of Overtime Page 73



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 withinthe county. The objectiveis toassist management inthe effective
discharge of their duties, and to promote efficiency and economy consistent withthe
public interest.

The Audit Services Department conducts performance audits, internal control reviews,
and provides other services tocounty management. Performance audits are objective and
systematicreviews of programquality and the results achieved. Internal control reviews
include analytical reviews,interviews,observations,andtests withthe intent of
evaluating the security of county assets andthe accuracy/reliability of financial reports.

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

Our goalis 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

i
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

End of REPORT no. 22-02
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